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This second year of the case study demonstrates to 'us, once again, -

(L

that such endeavors require a great deal of time and -effort on the part
: . ", ; : .
N - \
of many people.. We feelparticularly fortunate and appreciative again
¥ .

-~ . -

this year.that S0 many people gave so much ;9 produce the iﬁformation

IR

\/
contained in this report. ) (0 . (;)

) N .
_The'report reflects the professionalism and cooperation of the TADS

i -

. v, . . ;
staff, the case study observers', the technical dssistance providers, and.
- ' M :

the administrators and staff member§~from each project site. ” Again, we

. ae
o

' have seen that“it is not easy ta be observed as one goes about his pro- -

Ed e ¢

fessional daily_bus}neSs.; It ig sometimes even more difficult to have

.

N . . . ) . . . 0
the results of tth observation reported in black and white, through the

writing skills, insight, and keen eyes of the two observersf Aall pEr—

4

F] . R A
sons involved at the projects approached the case study with enthusiasm,

gave us, feedback on our wofk) and were a geduine delight to work with.

o .
&
"

v L

. N 2
We especially appreciate the cooperation and time.that "Harry Newman

and "Linda Voland". gave to.this‘effoft:' All members of the TADS staff

Te s, *

deserve our thanks. They continued to Supporﬁhthis endeavor with their

involvement, their energy,'aqd their patiehce. Particulaxr thanks go to
. » w
"Carol Turner" and "Bob Mitchell,™ the technical assistapce coordinators ,

. for each case .study project. They experienced the. most intense scrutiny

.
f

of the observers in this second year. Their continugd'support for t@;
o ¢ ) k
case, while being included in it, demonstrated their professionalism and

Ly B -~
-

L]

éncouraged fmore introspecfion by all of us. . : <

We have been,most fortunate to have the asgistahge of Pat Eichman
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.and readability.
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In the following pages, the authors of this repérﬁ have attempted to

( . .
describe the develppment, conduct, and results of the second year of a
e
. v

three-year case stu of the-.technical, assistance process. The focus of

the study wag technical assistance as it is developed and exercised by the

v

Technical Assistance Deveiopment System (TADS) and provided to the staffs

[ A

of two demonstration programs for‘éreschool ﬁﬁndicabped children and their

«families. . A\
L o

The purpose of the case‘study effort is to understand better the

complex nature of technical assistance and to identify- additional factors
- : r

" that influence its success. 1In addition,|the Study is being used to

explore further the feasibility of the cacge study approach as a method
R N <

kel

r~gather1ng such 1nformatlon. . o

.
N

The case study results for ' the secondjyear of the effort are provided
‘ t 4

in the -remainder of this report. Spe@ifically, the report contains: ¢

1. a description of the context in*which the study took place
and the sites and persons who were 1nvolved (Sectlon 1I) .
2. a brief description of-the development of the conceptual
framework for the study and a delineation of modifications
for this year (Section III) . ) 0

-

3. the twb cgse reports (Section Iv) ’ -

4. a discussion of the findings or "1earninge" from the cases
. and from the conduct of the study, accompanied by suggestions
for future efforts (Section V)




\

v

/

.

.

\




r

ERI

s o : v
a

<

-
s

2 .
The context in which the study was conducted includes the technical

4
assistance system (TADS) and its procedures, and the two selected case
study sites (Projecfé "Early Start" and "Co-Qp"). The persons involved
include the provider§ of TADS services, whether TADS staff mZ;bers or J.

external consultants; personnel at the two case study éites; the case

"

study observers; and the members of the'TADS‘siaff. .

I3
-

P - . °
The Technical Assistance System .

2.3

N

The Technicdl Assigtance Development System"(TADS) was established®

in 1971 to assist in the development of the Handicapped Children's Early
. .
Education Prodram (HCEEP). Approved by Congress in '1968 and adminis-
RN " w., ) .
tered by the U.S. Department, of Fducation%s Office of Special Education

-

[4
(now Special Education Programs), HCEEP provides grants to public’and

pPrivate non§}6fit i?encies for the development and implementation of

model programs to demonstrate high-quality services for young handi-

3 N
.

capped children and their families. TADS provides comprehensive and -

systematic support to HCEEP grantees through the delivery of informa-

.
3 -

tional and consultative services, called technical assistance. ,

a

.

Stedman (19762 descgibed the technical assistance system as a

’ ~ .
% .
communication network. ) P
. Members initidte and maintain communfbation around specific i
Q ©  problems and about strategies to solve tthe problems. . . . The

structure and function of the system are partly determined by the
- content or information the system is appointed to deliver, partly
by the characteristicq,of the "customers," or client'organiza— )

tions, and pdrtly by the character and style of the technical

assiétance organization's memb?rship. 4 - - The basic components

of a TA system are . . ., program planning and evaluation, infor-
‘mation and media, organizational development, critical content
areas, and resource development. (p. 3)

Lillie and Blagk (1976) extended this view. They described the

- . 2

: R SR

\)4 . ‘ a L) e - \ N




TADS system of technical agsistance delivery as having ﬁ}ve interlecking

phases: - - ' ) o : v
1. developlng a program plan for each project *_‘ ) / v

2. assessing needs of each project ‘in relatlonsh1p to its plan

2{ 3. developing a grltten agreement. for technlcal as51stance
accordlng to the project needs

‘ ’ ' 4. dellverlng technical ass1stance°through ;
a. TADS-sponsored activities at the prOJect s1te
or in conference or workshop settihgs - * a> : -

b. services to the prOJect from the .TADS ‘office, or
. é. printed materials prepared by TADS o

5. egvaluating the effectiveness of the teghnical assistance

- TADS now ass1sts prOJects in managlng their programs and accompllsh-

v “

. inéqphelr goals more €ffectively through a broad range of systematlc
A . - ‘ d i

support and consultatlve services. "Access to expertlse not avallable .

s - & ‘- o o

. localin and to materials dgsigned specifically for projects, is available

- s

X through TADS. TADS alsa proVides opportunit%es to increase collaboration .
4 . : . ' 1 '
' andadnformation—sharlng among prOJects“\i%S services are prov*ied at no

extra cost to prOJects. Project participajion incﬁpchnical assistance_ is

. . B
. . . - .

encouraged but voluntary. - ' ) =

bbbbb RIS ~ '

g e N . v

E*xk_ "™The C’le 1ts of the Technical Assistance System * & \

' . \The clients of TADS for this case study are' three-year demonstratlon

N . . - .-

B

projects for preschool.handicapped children and their‘familieé. - The c e

' projects are.a component of HCEEP and are funded and administered by

=

Their purpose is to dembnstrate

and dissemina e.model.services for preschool handicapped children . "B

The terms "Office of Spec1al Edpcation" and “Spec1aL<Education
Programs" are used 1nterchangeably in the three case study reports. The
' agency name was changed during the development of the reports.

- . ’
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and their families. Because the projects operate “under legislation and

regulatlons goVernlng HCEEP they are slmllar in their overall purpose

. and the major areas to which thelr staffs devote their energles- e.g.,

,

o developing model services "for children and their families, increasing‘

+
4

3 - . ,
staff skills, demonstrating the mode1~to others, and disseminating

information about their program. The projects differ in areas such as

e £

year of fundlng, settlng for serv1ces, theoretlcal and phllosophlcal

. . & i

. bases for Serv1ces, and type and age of Chlld served .

[3

-

. . S PR
Selection of the Case Study Sites .

\ 2 !

.

. It was recognized early in the' planning thatucombrehensiveﬂ

- - - - R
- observations and interviews with the selected projects would be essential
in order to obtaln adequate descrlptlons of the technlcal assistance

process. Resources were available to include two sites in ‘the study. A

portrait was des1red that wousd 1nclude the stageg of the 1ntroductlon

of technical assistance to a project through the termination of tech-
. ' & ;- - . : r ] .
K : I'4
nical assistance at the end of the project's HCEEP funding. Projects I

+

2

in their first year of operatioh were, therefore, selected at the

outset. .In addition, projects were selected to permit observation of

L
-

at least some variation in the delivery of technical assistance. The

| crlterla for selectlon, therefore, 1nc1uded such ‘factors as noticeable
differ'nces in staff, target population, and admlnlstratlve location and .
structure. Other criteria were the agreement of the project's adminis-
trator to serve as a case study site and location of the project where

travel expenses could be kept .to a mihimug.

Because the purpose of the study was to describe the4technical

<

WA FuiiText Provided by ERIC
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4 .

N

ad~ictance process, and not the overill development of theaclient pros-
jects, the location and personnel of the projects were kept confidential.

This stance was taken to protect the clients :and to encourage their par-
< - .

” .

ticipation and informétion-sharing.‘ It was also taken to limit biases o

in the interpretation of ‘results which might "occur if actual locations : ‘

— \

and participants were known. Precise dekcriptions of sites, created to
A Y
.disguise .their location but not their purpose and structure, are given
B I3

1
- 2 - « )
in Section IV. The sites are known to us as "Project Early Start" and

- [y Ny .
. ;

"Project Co-Op."

s ™

Persons Involved in the Technical Assistance

A

The focus of TADS technical assistance, and therefore of the case

. study observations,\}s on program development and the Persons who make

@ L) .
it happen. Personnel involved in program development at project :sites

N

ingaude the project director, the project coordinato}, members of the _
. ’program staff, ahd’others at the site who participate in, influence, or

administer the project. Personnel involved in program developmenévfrom

the technical assistance agen;y include the entire TADS s;aff, to some
degree, and more specifically the technical assiitance-coordinato; who |
is assigned to the project, and the persons on the TADS staff or con- -

tracted by TADS to provide the technical assistance (the techniéal

assistance providers).
o v

A 3

For the purpose of this case study, the actual names and the
personal and professional characteristics of all persons who partici-~
pated in“technical assistance at the 'selected case study sites remain

: S
confidential. A list of the participants in the technical assistance,

14 .

)

. O ‘
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using fictitious names, is provided at the beginning of each case

'description (see Section 1IV).

Selection of .the Case'study Observers ’
- Reviews of the literature and exksting case studies demonstrated

. ~ 4 . .
the critical importance of the observers to the qpali;y of observations

and subsequent development of the case. Such studies suggested that
. o

observers are needed who are knowledgeable of oréaniZations and the

roles of the people in them, and are sensitive to personal ?hteractlons~

v
]

., and changes. In addltlon, observers must be keenly perceptlve and able

4

to translate the1r perceptlons into comprehensive, clear, and

.
-

meaningful descriptions. N

. Por these reasons, TADS contracted with\shirley K. Behr and John 5(‘

&

R. B. Hawes, Jr. to assist in developing the case‘study and to conduct
"~ the observations. Both case stﬁdy ;bservers had extensive experience
as consultants to developing programs and had directed  programs in
which they had demonstrated personal and polltlcal SklllS. Their
accompllshments suggested a level of competence that would strongly

enhance the‘case study.

The TADS Staff

Developing, directing, and producing the case study were the re-~

-

sponsibility of the ‘evaluation staff at TADS, under the direction of

] v

Tanya Suarez, Associate Director of TADS for Evaluation. pPat Vandiviere,
the Program Evaluation Specialist, had responsibility for coordinating

all aspects of the tase study. Much of the planning for the study was

O ‘ B ’ ‘ ‘
ERIC R , .
Cth o o :

-
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.

conducted by the observers and what was called the "TADS Case Study

Staff." This group consisted of Tanya Suarez,"Pat_Vandiviere, Pat -

-

Trohanis (Director of TAbS), Tal Black (Associate Director of TADS for

‘bemonstration Projects), and the two tgchnical assistancé cobrdiﬁétors .

| ] (known this yeéar as Bob Mitchell and Carol Turner) who were responsiblé .

[a] N
for the technical assistance to the case study,projects. Other meetings

and discussiOns,regardiné the case study were held with the entiré TADS' -

“ L)

~

Pprofessional staff.

Y
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DEVELOPMENT OF THE CONCEPTUAL MODEL FOR THE STUDY
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This second yearsof the study was conducted undérvthe “umbrellatv;
framework dé&gloped by theé observers ééa the TADS staff dtring the iAi—
rdtiar ﬁlanqing for the. first| yeax, (Behr, Hawes, Vandiviere, atd Suarez}?x .

i§81): Four: basic qﬁestio:s Were de elopcd at that time for investi-

. . [ : : .
gation: N o

~

Vi
A4 1. wWhat client characteristics affect tochnical assistance? . -

o

{e.g., env1ronmentalvor system charactedistics, problems or
~ “needs of clients, roles, reSpOﬂSlbllltleS and characterlstlcs
‘1\ . of the direct rec1p1ents of technical assistance) "

2. What technical assistance provider characteristics affect
technical assistance? -

3& (e.gm, skills, -competencies, roles taken during technical
assxstance, values/personallty characterlstlcs) . : ,
. /. ‘ x
“'3. What characterlstlcs of the’technlcal assistance- eVent(s)
" themselve$ influence the technical assistance? ; Lo
¥ 4
! (e.g., type, con51stenCy,\amount and degree of cllent ’-

involvement, degree of personal contact, phase of-
1ntervent10n)

4. What are the outcomes, effects, and/or impacts of
technical assistance?

’

B .

®

The Year One report focused primarily on the first two questions. A’

‘wealth of information about the clients and providers was available
S :

<

after myitiple observations of events and many interviews with th€ TADS
gtaff.
After consultation with the TADS case study étaff &nd ccnfirmation

with the entire staff, the observers agrecg to focus the study during

the second year on the second and third questions, i.e., the technical

o

assistance providers and the™technical assistance events themselves,

?
»

8 - .
with a special eimphasis on the procedures and activities of technical

o o S

assistance COOrglnatlon. To assist in this effort, the technical
assistance coordinators maintained logs of their actigities,

.

Q - o -lég
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. helped to: clarify information and keep the observers up to date.

\)/

-

" ‘proach taken were ﬂesigned specif%cally for the TADS Technical Assis—,'

ERIC..

Aruitoxt provided by Eic:

‘demonstration period. *

16 -

i Yo ;
conversations, decisions, and plans. These logs weré provided to the

casajétuqy observers each month, and follow-up telephone interviews o

'

“\

While this shift jin-emphasis to enhance the study of technical - “
~ L 4
assistance coordinatioh changed the ovetall play a bit for this year,
. ~

the basic philosophy as deveioped by the observers still held:
The purpose 6f the study is to meet certadin information needs
required by TADS. The goal is to describe technical assistance ‘as
a total process by illustrating the dynamics that occur during
gspecific technical assistance events. The unit of study, then, is
neither the provider of technical assistance (TADS) nor the client
of technical assistange (HCEEP projects), but, rather, the )

technical assistance process occurring as the result of the ’ s
interaction between the proOlder organlzatlon and the client
organlzatlon. . . . o . ° 4
It should be noted that tﬁe study questions .and philosophical ap- A

A , . . -

. Ve . -

. . ’ ) . ) - o 3
tance Case Study project. To be appropriate for case studies of other
- o . ! B [\ - -

technical assistance delivery systems, some modification.may be required.
. : ) a

> -

.

Further, it should be remembered that during 1980-~81 the study con- ° .

8

ducted within thlS framework was llmlted to technlcal asslstance as it

was delivered to two second-year proje¢t 51tes. It may not be reason-—

able, therefore, to assume that the results apply to technical aséis-

tance as it is delivered to HCEEP Projects over their three-year
b .

! 1 ) ' 4

With these cautions in mind, the reader’is invited to review
' ) ° .

technical assistance as it was provided to Projects "Early Start" and

" "Co-Op" during their second‘year of funding. -

’
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‘ ” . 4 ., 4 » .
+. CASE #1: PROJECT EARLY START - g
./ v ) ) 0(3 ¢
v, \ ) . v
} o 7 r - ' ..
. : Participants
-\ —
(in order of their appearance in the case description)
L ’ %
Ldimo .. ... L. .. L% L . . Case Study Observer .
Carol Turnef .,.'. &« « « « . .. . TADS Technical Assistance Coordinator -
... o . ~ r \ . . o )
. Hagry Newman . . . . . . . . . . . Project Coordinator
, o ' ) /.
“Perry Hargett . ... . . . . . . . TADS Technical Assistance Coordinator P
- Helen . * e e e e l .‘. + +« « o Nurse : ~ : .
e , p SR ! v -
Bill Roland . . . . s + +« « « o o School Superintendent/Project Director
Elaine, ." . . .t ¢ + « « « « « « . Social Worker
f‘ Bric + . . .., 0., § - « . . Speech Pathologist
el . .
Phyllis . . . . . . . .. .- . . ,{OccupatiSnal Therapist . ’
Randy . .-. . « . . . .. .. .. Head Teacher .
¥oogin ce e e - e« . 0. ... . Bssistant Teacher ) .
. 5. 6 l . . -
Winnifrea . . . . . . . .. .. . Teaching Assistant
Jackie . . . C e e e e e e .\. . Teaching Aide
"Belinda . . . . .. ... .. .. Teaching Aide \
Travis Morgen . . . . .°. . . P TADS Staff Member , -
‘ Mary Ssmith . . . .'. . . . .. . . TADS Evaluation Specialist °
. _ ; _ i ,
- ‘»
Hursel Conway . . . . « v o . . . TADS Evaluation Specialist
Dave Kramer . . . . . . . . . . . Technical Assistance Consultant
Florence Green . . . . .'. . . . . Technical Assistance Consultant .
. . t . C. . R R
» Norm Linden . . . . . ! .. ... Technical Assfstance Consultant
B 1)
/
2]_ ‘ 3.
O T . .
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Prologue: A New Beginning

The trees were stripped of leaves and the overcast sky signaled.the

approach of snow. Obsexrving the scene through his office window, Jim,
- .

. 1

waited until the Canadian geese flying overliead were completely out of'

3
r

sighg*before shifting his attention to his desk calendar?.opened to the

second week of the new year. The second-year needs assessment for
’ . , »

Project Early Start was scheduled- for.later in the week, and Jim planned
’ . ¢ N ’

to spend the next few. hours preparing for his cbservation of the event,*
- -

-

Six months had elapsed since completion of the first*yea%;§ casel, -

study of Project Early Start. The project was now haﬂfway.through its

- y ) . . ?
- second year of operation, and the needs assessment would be the first |

major technical ‘assistance event to occur this year. Hoping to put the

A . ) : .
activities of the past six months in clear perspective, Jim had talked

last week with Carol Turner, TADS technical assistance coordinator for

the project, and Harry Newhan, Project Early Start's new coordinator.

¢

Now Jim read the notes hg'd made during his convérsation with Carol when
she'd cafled to give'him fhe date of the negg; assessment and to inform.
him of changes that had occurred at £he project site.

This year, said Carol, the proﬁq%t elected to use a "self needs

assessment," an alternative method for conduéfind’needs assessments that

was of special professional~ihterest to Carol. It allowed projept§ to

-confluct their own needs assessment without assistance from a consultant.

- A Needs Assessment Procedures Manual had been designed by TADS to assist

‘second~ and third-year ,projects in preparing for and conducting the

self-asgessment when they chose this option. Carol recognized the

potential value of observing and documenting this process as part of the

[}

)

-
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case study, dnd.she was glad that Jim would be able to serve as observer
. - t ' -Al

for“%roject Early Start's self-assessment this year.
L

: ¥ 4
Carol outlined for Jim-her contacts with Project Early Start during . *

’ . +

the past six months. Late in_September she called Bud Fisher (Who was

at that time the project coordinator) to discﬁss technicai”ﬁggzstance

~

. - n ' . M . . N
plans for the coming year, and to recommend that since the project was

. -4 - .
- L]
in its secOng‘ﬁear, he consider a self-administered needs assessment .

- Ll
N = .

rather than an on-site assessment. Bud respohded that he.Wwould soon be
leaving the pProjegt to take a job in_another sta%e. He agreed that

- , . a' .
self-assessment was a good.idea, but said the final decision would de- . v

.
.

Pend on whether the new coofélnator was a current staff member w1th

pPrior needs assessment experlence, or new to the project. Wheﬁ\parol 4@*‘

_called Bud three weeks later she 1earned that Harry Newman, the pPro-

ject's part-time speech pathologlst, was to be the new coordinator;
Harry would decide about the needs assessment within the next several
days. Carol meedlately mailed the needs assessment materlals to Harry °

to assist him in making his dec151on. Her accompanying letter empha-~ .

M . »

sized. the high priority she would pPlace on.his phone calls about the

4

needs assessment and assured Harry she would make arrangements to kite'

v
his calls at any time. She wrote that she was looking forwarq to com-
pPleting this first step toward .beginning technical assistance services - ]

-
and to meeting 1arry at the project directorsf conference scheduleg*for
December. When she followed her letter with a bPhone call two weeks
later, Carol discovered that school personnel and most of the project

staff were out on strike. This was causing many delays fbr the project,

]

but Harry said he hoped to have the new staff assignments completed

_3 .

El{lc- . X \ —+ R .

T I " : .,




. tial benef&?s of both types

. “~ A ‘A -
within the néxt. several weeks; he would then be in a better position to
. -0 ! ) - -

establish a date for the needs assessment. Qﬁrol described the poten-

}

:

of needs assessments_ and again suggested
\ . N . ’ . .
TS e ) -
consideration of self-assessment.
4 - N o
.

When Carocl called Harry in three weeks to request the assessment

-

date, she learned that Harry was sfili in the procgss of hiring staff
, - - -

’ + .

7

and had not yet gstablished a date. Six weeks later, Harry called

L4 W

. Cardl to say that all staff were hired and the self-administered needs

assessment was\séheduled for the end of the following week. Carol was

+ »

glad to have the date confirmed, but told Harry she would be unavailable

.

pers?nally to help by télephone because she was scheduled to conduct

.

another project's on-site needs assessment .at that time. She arranged

v N v
for Perry Hargett, 'another TADS technical assistance-goordinator, to be
) ' « ~ g
available by phone and encouraged Harry to call Perry with any questions
. L
arising during the self-administered needs assessment.

As the case study observer concluded his review of the notes he had
<
taken during his phone conversation with Carol, Jim reflected that; Carol
had provided him with man§ details of her contacts with the project dur-

ing the past six months. Now he turned his attention to the notes he

had mqg? of his conversation with Harry Newman, who had given Jim the
: 3 y ’ @

-

séquénbe of events at.ghe project. o
Matt Ellis (the project director). and Walter Fox (director of
spegial edﬁcatibn for the school 'system) had both resigned during the
summér. Thevstrike had begun at the end of September. Bud Fisher (the
project coordinator),‘ﬂarry Neﬁma; (spegEh pathologist at that time),

ana-HEi;; (the project nursé) had remg;ned on their jobs during the

v
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strike, which did not end until.early December. It had been necessary

to close the project for sever&l weekg because thére were no teachers.

v

Harry Newman had assumed the role of project coord1nator in mid-

October. When the progect re-opened, Harry spent most of his time in"

" %
the classrooms, working with the’ chlldren.e His efforts to recrult new

. ;
staff were lmpeded by, legal issues pertaining to the strlke. Harry's

’

time and attentlon during these months were devoted-to“conducting the

program, hiring and orlentlng new staff dealing w1th parents' concerns,

attendlng to admlnlstratlve detalls, and completlng the project'

5

contlnuatlon proposal. He had been unable to attend the HCEEP project

. /
directors' conference in December and thug had not met with Carol as
, - A

they had originally planned.
Harxy had also described for Jim some, recent admlnlstradlye changes. e
'Bill Roland ‘(school superlntendent) was now the project dlrector, and

Harry reported directly to Bill rather than to the d¥ector of special
4 : s :

educationafaharry was responsible. for everyday direction and coordination
¢

v

of the .project; Bill did not wish to be involved unless there was a sig-
. nificant problem requiring his personal attention. Harry was comfortable -
with this change and believed it facilitated more efficient project manage-

¢ °

ment. All project staff except Helen-tproject nurse) were new to the
project, and two additional teaching positions had been funded.
Descrlblng the results of last year s technlcal ass1stance and
current project plans, Harry said the proJect = design and lmplementa-
tion remained the same. He was following'the staff development plan

designed last year with the help- of technical assistance, but belleved
&

it would need- rev1s10n.' The parent/chlld interaction instrument,

]

.
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designed by Matt and Bud with the help of»a'codéultant,‘had_never been® - ;

-

;hare?/witb the fest of the staff. Harry’and.Heleg haé reviewed it:when

= _ ‘ )
thay discgyered it in the fiies, and.both agieed it was-nat releyant fqr .
the pr;jéctyihis year. Bud Fishé; had paséed alOng'@nformaﬁiOn fgomggha N +*
TADS small grdup heating on diaseminat#aﬁ‘and-continuation;.and Hafry
was intérested in this araa of 'the pr?jécﬁ. Concerning this ye;;ﬁs

~

- e ;
~technical assistance, Bud had planned to conduct a self-\sse&sment and

Harry concurred for several reasons. Under the cirdumstanc s, he was P
? . . P .
uncertain when the assessment coulﬁ 7f scheduled, and he was reluctant
Y f

, to set a spe01flc time for meetlng with aﬁ%out51de consultant. While
W 1 oo Tmited, T
his part1c1pat1 last year s technlcal asslstance had been limited,

&

Harry felt comfortable with the needs_gésessment process “4na he-knew .

v o
i

TADS was available by phone>if hefran~zAEo problems. ‘Readiiéfthe case

¢ study of the projéct's first year of echnical assistance had helped to

intimidating than it might have

i

make the assessment process seem 1es§

been otherwise. The case study hadlhelpedearry;put things in per-

spectivé,'but it had also'indicate&qthe need to define the project's

Iy ’ . i . -
technical assistance negeds cléarly, ’

‘Harry told Jim he wal éoncerqéd about the time lost because of the

[
LE

sErike, especially for the children and their parenﬁs. He wanted to
_maintain a balance betweiE what needed to be done and what could actual-

ly be accomplished. Jim had théh‘asked Harry how he approached his job

. C ] ' -
as project coordinator. Harry .said he tried not to be overly authori-

tarian; he attempted to include staff in the desision-making pf&cess,‘

and was awate'that last year thesstaff had often felt excluded, especi=

ally from TADS' technical assiétance. The new staff were well qualifiéd,
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. .

and Harry planned to make good use of their multidisciplinary talents.

The ability to get along with administrative staff at the school was

\ -y

also an important consideration for Harry. - Cnw

The review had been helpful,; and Jim now felt prepared. for his role
as case study observer. He looked forward to the new year, a fresh look

at the case study, and a new-bgginninghat Prgject Early Start.

AP

B

o

EE




Now he noted the new staff: Elaine was the project's social worker,

26

The Neéds Assessment

Day One
The threatened snow had become a reality, and anticipating traffic

deiays, Jim left, the hotel earlier than usual. ,He didn't want Harry to =

[N

. : : , 4
delay the needs assessment on account of the case study oQEerver. The

meeting was to be held in the school-:library, and staff were just being

seated when Jim arrived. .Fol%owing a few brief introductions from .Harry

: . ’ - °
-and some comments about  the case study, Jim settled back to observe. A

" detailed agenda had been prepared‘to outline the staff's work for the

next two days. ,dim took a few minutes to review the schedule and iden-
£ify the eight new s'taff.\memberswga‘thered around the libréry table.
Sﬂbstitute teachers had beéen hired for the day to inéufe bartiéipatioh
of the entire project staff. Jim_recalled that Harry Newman, project

coordinator, -had been the project's part-time speech pathologist last

-year; Helen was still serving in her original capacity as project nurse.

A

7

Eric was'speech‘pathdlogist, Phyllis was occupational therapist, and

Randy was head teacher. The' four other staff--=Jill, Winnifred, Jackie,
’ K " v ' B . o

and Belinda--were teaching assistants and adides. Although the staff had

been working together for only a short time, Jim observed that their
interactions seemed comfortable and friendly.
_Harry began with an explanatibdn of the Handicapped Children's Early

\ 5

~ Education Prdgram (HCEEPSIand the Technical Assistance Development

System (TADS). His tone was positive and confident as he ékplained
TADS' pur§93e'was to help the”project accompliSh its goals and be respon-
sive to its neeﬁs rather than evaluative. Some of the project's success

."
f
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depended on how well the original grant had been written, and the needs
assessment would provide\§ brogram planning review to assess their cur~

rent status. Harry outlined the’ steps necessary to complete their draft
v . ,
of the technical assistance agreement, and then distributgd the work-

sheets that would éuide their task (HCEEP Defuonstration Project Profile;
- : - B

see Appendix 3). In reviewing the préfile, Harry explained to the group

that it had five sections:. Services for Children, Services for Parents,
o ) \
Staff Development, Demonstration/DiSsemination/Continuatxon, and

Admihistration/Management.: Each section was subdivided into three areas

of "conceptuallzatlon," "1mp1ementat10n," and "evaluatlon." They would N

rate the items in each section to describe their project's status in

conceptualizing or implementing the brogram. Then they would rate their
status in evaluation for ‘that sectién.

The first set of worksheets focused on the conceptualization of

~

Services for Children. Harry read each item aloﬁd, and paused to allow o

staff to comment about how they thought the item should be rated. The
: & , . , J
rating scale was: "3 (task completea/in operation)": "2 (task par- »

tiaily completed)"; and "1 (must be considered and planned)." a "not

relevant" rating also could be used if the item did not pertain to.the

w

Project. Harry asked questions as they went'along, making sure gtaff

v

understobd how various activities and procedures were conducted. The
staff seemed eager to answer hlS questions, and for the most part, were
knowledgeable. Harry desqribed the~project's screening procedures in

detail because the staff had not yet bgen involved in that activity.

Phyllis, the occupatlonal theraplst, and Eric, the'speech_pathologist,

asked Harry~to elaborate'on various tests administered to the children.
. ' : ) :

[Arunrext provided by Eric
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Since some children would be too old for the project at the end of'the
year, Harry and Elaine (the social worker) led a discussion about the
most appropriate referral procedures ﬁgr these children. All of the
tasks in this first section received a rating of "3," the highest
possible rating, for conceptualization.

During their review of QPe implemehtation of Services for Children,

Harry made ongoing distinctions between implementation and conceptualiza~-

Eigg. He explained the intent.of the seéd money thatlwas supporting the
project and the need to explore sources of continuation funding. Ratings
for implementation and evaluation of‘Services for Childrén were diviﬂed_
between "2" ar;d “3."

During the short break that followed, Jim had a chance to’speak with

@

g Helen, the school nurse. Sheasaid she had a much better unaerspéndihg
: 1

” : . } . ) \ .
of the project this year, and told Jim they had figu%ed out a lot of

N -

'things’by themselves. Last year, the staff had been too self-oriented
and always wanted someone to answer tﬁq}r conc}ete questions. Heden
thought the needs assessment was 5 good vehicle for keeping the staff on
their toés, and it provided themlwith some needed “péts_on the back."
. . Afte; the break, Harry turned to the worksheets_on‘Servicgg for
Pafents; Helen described iq detail her role as nurse in‘w0rking with
vparents, and she had the most input for éssigniﬁg ratings in this area.
Most of the tasks were rated "3" for COﬁceptualization and implementa-
tion. .Harry then described the‘parent/child interactioh‘instrument
designed‘tﬁe year before and asked“if the staff thought there was a néed

for it. When Randy, the head teacher, said she thought the instrument

‘could be useful, Helen voiced her objections. She said that particular.

v

s . - N ) S e

0
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instrument would not provide them with the information they wanted, and
N .

she described. a different instrument she had recently learned to use.

Randy agreed that the new form seemed to meet their needs.

Following a pleasant lunch hour, the staff focused on the Staff
' <% N
Development worksheets. Harry encouraged them to participate in making

s

the ratings. Most items in this section received a rating of "3."

. : { .
Before introducing the Demonstration/Dissemination/Continuation

workshee;s, Harry ekplained the meaning of the terms model and demon-

.

stration, recalling the staff's confusion with those terms the previous

year. Harry thought there was a need for technical assistance with

Continuation, particularly fg{lhimself and Bill Roland (school super-

o

intendent and project director). Harry said that although Bill didn't .

[N

seem concerned, Harry felt they had limited time for securing continu- Y

.

ation funds. Bill was counting on federal funds to support several

school programs, ‘and Harry envisioned a watered-down project. Harry

.

"also believed it was important for the project _e become more cost

“

.

effective. He thought on-site technical’ a551stance in developlng thelr
contlnuatlon plan would be useful, and Helen agreed. She said it was

important for Bill to define his role in this area so the entire burden

3

would not fall on Harry. : ‘

Technical assistance needs, also were identified in the area of

T e

Dissemination. Harry explained the meaning of replication and reviewed

all iﬁems in this section, which were assigned a rating of "1" or "2."
~ : t T .

Based on some of last ear's>0n-site technical'assistance experiences,
. y «

.
2

Helen didn't think on-site consultation would be benef1c1al but agreed

it mmghi help to have someone give them feedback on-the products they

a-'.

Aruitoxt provided by Eic
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were deyeloping for dissemination. Harry discussed the iImportance of

k)

assigning priorities and delineating their technical assistance needs,

keeping TADS' available resources in mind.

All sections of the needs agssessment workshgets except the
Administrative/Tzzzgement,section had been completed by 3:30, and Harry

made sure the st had nothing further to discuss before ending the’

.

meeting. Elaine, the project social worker, remained for a'short time

to assist Harry with the Adm1niatrative/%gaipement section. Harry read
each item aloud and then rated it, allowing Jim to follow the process.

7 ) - Needs were identified for technical assistande in°ﬂeveloping the pro—‘
~ . , ' N '
ject's advisory board, and in designing a system td collect, store, and

retrieve evaluative data. All other items of this section were rated

either as in operation or as partially completed.

-

While Harry concentrated on the worksheets, Jin had an opportunity
to review his notes. The staff, as a'whole, seemedlknowledgeable and
cohesive. They worked diligently, without any outward signs of conflict N
or serious differences: of opinion. Although each had. made a. contribu— |

tion to the process, some staff.had participated more actively than
1 < L )
‘others in the needs assessment. Jill (assistant teacher),'Winnifred

. t

(teaching assistant), Jackie and Belinda (teacher aides), and Eric

[
~

. (speech pathologist) had been fairly guiet. Elaine (social_Qorker),
Phyllis (occupational therapist),kand Randy (headnteacher) were more
vocal; but it was Helen who emerged.as havingwgreatest influence on the
group. While Harryls role as project coordinator established his pxi-

mary leadership position, Helen's length of service as projéct nurse

'seemed to’ give her an advantage over other staff members. Harry appeared

-~
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Harry described Dave's consulting style as. directive, and said he
found that style heilpful. He knew very little about funding or advisory

boards, and he . thought Dave sensed thiSa Dave also seamed to understand
Harry's role as Well as his limitations. Dave had discussed with Harry
many things that were really under Blll's superVision because he knew
that Harry would be the one to present the information to Bill. Con- N
straints ‘on Bill's time had pPrevented him from attending the entire.con-
sultation and, Harry told Jim, Bill might not be ready to accept some Qf
the suggestions made by the outside consultant. "A ;

Ovérall, Harry thought Dave had been wetl pPrepared to deliver the
technical assistance. He had tailored his recommendations to\meetvboth
the project's and Harry's needs. Dave's flexibility and his abilitv to
,be‘concrete.were especiall& valuable contributions. His suggestions were -

4 made_with the entire school in mind, and he had discussed continuation ,
funding in-relatf%néto’all aspects of the project. :

Harry planned to wait ugtil he teceived Dave's written report be-

" . fore making decisions about the adviSory board. He.also planned_to wait
vfor the report before discussing the continuation Plan with Bill. Hé
would begin to implement those parts of the plan that Bill approved of.
Harry was A:: sure how the plan would be completed, or when he would
have time to do it. Hiis tlme limitations were a very real concern for
Harxry. Unlike Dave%fhe did not haVe staff or board members to assist )
him with these respons1bilities. v ,f
_ The folloWing week, Jim talked .on the phorie w1th DaVe Kramer., who

said he thought the consultation had been_productive; He had really en-

joyed‘visiting the project and the school, and had found things to be

4
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¥
Dave, a’ matter of first defining the organization's goalls and then se-

lecting people to participate. He talked about the use of committees,
but sa1d this information mlght be more relevant for Bill.ahd the

school's board of d1rect?rs. f o .
‘

~ . ! . . .

[ . N |
When they finished their discussion on advisory boards, it was time

for lunch. This relaxed hour gave Dave and Harry a chance_for conversa-

" tion about services and programs for handicapped children. vihe rest of

the time was devoted to reviewing the budget and personnel; this infor-
. . - - T o+ - v

2

.mation would help Dave preparéihis recommendations  for continuation

to TADS, or perhaps the communicatlon had become confused, or: perhaps

) . B
funding. Dave planned to define potentlal budge poss1b111t1es as well

as offerlng an approach to public re1at1ons, fo dat1ons, an%aother
selected fundlng sources. He sa1d he Would be Ture to see that both
Harry and Blll received copies of his report. ihey concluded their
meeting by selecting a date,~gne:month later, for Dave's second.visit to
the project. |

Foliow—UE_

Jlm was . anxious to hear Harry 's evaluatlon of have Kramer's flrst
consultatlon visit to Project Barly Start. He was pleased‘to learn that
Harry was satisfied with the consultation; and that Dave had'contributed
more than Harry had expected. Harry d1d not understand why Dave seemed. -
to think the project needed more ass;stance with the adv1sory board than
wmth the ctontinuation plan. Perhaps Harry ‘had not made his needs clear

Dave had mlsunderstood~,1n any event, the mlsunderstanding had not

adversely affected the technical assistance,
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continue the éonsuitation. ste asked Harry about the activity state-

S s J .
ment in question, and Harry recalled that it had been Carol's suggestion

D"i -

to. develop it that way. Dave resolved the question for himself and
»'Harry by pointing out that there are no clear boundaries between con—

, tinuation and advisory board activities, s& actually they were still on
,target for the technical assistance. ’

\
Harry reported to Dave on a brief conversatlon with Blll Roland v
earller that morning. AaAlthough Bill wasn't scheduled to partlclpate, he

4

had- wanted to know how the consultatlon ‘was progress1ng, and he had

-

assured Harry of support for his efforts*to seek ccntinuation funding, ~
with the exception of research funds. Dave said he would not push any
one funding d1rect1on; instead,” he would send Harry samples of founda—

~ tion requests and lists of potent1a1 foundatlon resources. He told

o

Harry that the project's advisory board should be'doing some of the work

in this area, and suggested that they take the next hour to discuss the
advisory board.
Harry had read the manual, on advisory boards, and this made ng

easier for Rave to direct the consultation. He found himself “"lectur-

" . W

ing," at times, and verbalized how uncomfortable he' was with this ap-

' W proach. Harry was listening attehtively, however, and seemed satisfied : _(
p .

' with Dave's-style of sharing information.\ Davegasked Harry to tell him

how he would structure ‘the adv1sory board if he were able to start aL;

+ ”~

'OVer again. Harry had deflnlte ideas for change. Dave emphasized the

1mportance of having powerful 1ndlv1dua1s on the adv1sory board, and

gave several examples of such persons £from hlB oWn experlence. Harry -

~ wanted vto khow ﬁ'nere to find that kind of people. It was, according to
. 'y N

-y )
.o . . i
Lo . . +
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When their meetiné ended, Harry took Davp on a shott-tgtr of the

- . B

_school and the infant project. Dave was impressed with what he saw and

with the progress Bill had obvi sly:médevsince-becoming superintendent.

Harry described how much his nAaPPIECiation of Bill, both as a person

and as an administrator, had grown.

L - . . : -

It was late afternoon when they returned to the library;.and only a

: ‘brief amount of time was left for discussion. It had been aflongland'

productive day, but there was still a lot of ground to be covered

r .
tomorrow ’

“ L ) )
Day Two : L

When Jim arrived to cﬁferve the second day's on-site consultatioh,

\

hg)found Dave sitting at a desk in Harry's offipe. Harry was attending

, A . . »
* to some project details, and Dave was reviewing the technical assistance

“ b

_agreement 'to make sure he was following thé plan. Dave told Jim he .
hoped to use some time that mornlng to review ‘ways of structurlng the
w8

pro;ect s adV1sory board and how that would tie in w1th the contlnuatloi:
A} >
plans Although c0nt1nuat10n andtadv1sory board activities were closely

related, Dave was confused by the wording of the technical assistance

agreement activities. One of the activities listed for Priority 3

stated that Dave was to review the pfoject's current plans fbr‘the ad-

[

“visory board and make recommendatlons about membershlp, roles, and func—

-

tlons by April 3. The tlmellne was such that Dave would have to attend

o

A . to this need.today 1f he were td meet the terms of the Memorandum of s
o  Agreement. o ]
. RS | | . . #

When Harry was ready to join them, they went to the library to

o -

o+

~

&
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agreed. Although the school's board of,directors wanted the school to

/ be more VlSlble, Bill thought they did not have the tlmé requlred for a |
high level of effort in this area. h ’ RPN s
Throughout most of this discusslon, ﬁarry remained a silent listener - -
and observer. _ When Blll turned to Harry and sa1d "well, this_does&'t 7 .
" have anythlng to 'do with the project " DaVe/sald "Yes; it does." Dave Q\ *
ipointed out that Bill needed to find ways of appealing.to'people's de-
.8ire to support something slgnlflcant and he gave examples of successful ‘Y_ .

' strategles used at h1s own school. Blll told Dave about some of the

thlngs they had thought of dolng to raise funds, but he wasn't sure how
to go about do1ng thém.

It was early afternoon when Bill's secretary called to remind him
of an'appointment. Before leaving, he shook hands"with Dave and said he

ggulglbe sure to see him the«following day. After'Blll left, H rry told

Ed

. Dave he had been impressed with the ‘amount of time Blll devoted to the
' meetlng. ‘As a,result,khe was more—conv1nced of Bill's support for the.Q[L_,,, ' L
project. Dave mentioned the number of problems Bill_appeared-to be
havxng with the school's board of dlrectors, and Harry moved to Blll'
defense, describlng the lack of board support whlch e recelved

'-— 7

. Dave expressed a general concern that people in'the field of educa—

~

tlon need to be’ more open and to let the publlc know what they aré dolng.

:; ‘If people understand a program's value, they are less likely to allow it \r T

- S
to close. Professional educitors rarely are taught that schoels need to
/ .

be advocates for handicapped children. Dave described the potential _ LS
value of. the project's advisory board as a link to the community with an ~
investment in the project's’continued existence. ) .

. e
e
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OrigIhal grant proposal. "Demonstration projects are encouraged to plan
A i : . ; .

. N .
expensive programs which," said Bill, "are difficult to sell to other

. ) . a , - . J . :

funding SOurces.m Bill admitted he had ambivalent feelings ahout re=-

.
.

o

" search, and thought the‘érojeCt should be’funded'throughifederal'én-

- titlement monies such as Medicaid. He also said he thought Project

H

Barly Start had a gdod program and was m%king an importantkcontriQutién

to the community. 1 * . « v
Dave. suggested that a newspaper article about the project might be

' a good strategy, but-Bill thoughit this would not be very effective.
Dave repeated his suggestion about seeking research fﬁnds, but Bill

said he would be concerned about what would happen to the program when
4 B L 4 . . . 4
those funds ran out. Dave said that as a consultant, it was his job
“  to make suggestions and recommendations, byt that final decisions would

T -

- of course be up‘to Bill. He~encouraged'3i11 to keep an'open‘mind as
‘ ' o : S . -
they talked, and then described his own very positive experiences in

-
-

acquiring fbundat%pn funds.
) . s R . ) ) )
Jim thought he noted a subtle change in the-discussion.as Dave and
~* Bill shifted from a consultant-client relationship to one of a

®

i" 4 colleague-to-colleague exchange of information and ideas. Bill

.

described his problems in trying to help the school's board of directors

e : . develop a more effective committee structure and approach to their ~
o v ' : - : ~ o ..
2 ' ‘responsibilities. Dave, in tﬁrn, described the well-designed commit-

»

tee'structure.and active involﬁement of his own board. They talked of
" common problems facing school superintendents, ranging from cash-flow
. ' » : : e ‘ : '
difficulties to the impact of local politics. Dave said he thought

BillQSuschool had rather low visibility in the communigy, anélBill

) S - R g
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a ydriety of funding bases. * His project, on the other hand, was a neul
venture for the schoo&, and continuatIEn funding.sourceS'had not. yet‘been
Aplnned down. He stated that the overall respon51b111ty for generating
funds for the school belonged to Blll Roland, and Bill,kept telling him
not to worry about future monies. ngever, because Harry felt a. deep
responsibility for the project, it was difficult for"Phxnot to be con-
cerned. Dave said, that as he had-read‘the Project's proposaff he-real—i
ized that opportunities for research would betof great intérest; Perhaps
they. should seek research-funding as part of their continuation efforts}
Harry and Dave agreed to discuss this with BiIl'when he joinedrthem.
'Dave S next questions were about. Previbus public relations efforts.
‘General public relations regarding the prOJect was part of Harry s job.
Dave expressed h1s concern about the limited public relations programs
conducted by many schools. He.thought it was 1mportant to let people

know what was being done because there was money available for good pro-

grams. Unfortunately, he éaid, schools ' have a tendency to seek funds

1

only when they facer a crisis. It was important to. have People visit the .

7

~ program so they could becpme an 1ntegral part of it.
Bill Roland joined !!elr meetlng at, 10:30, and when the 1ntroduc—

tions were over Dave asked Blll "Do you know why I'm here?" Bill s4aid
L

-he had only a vague understanding. Dave proceeded to talk about the

Toe

positive effectlveness of TADS, and of his role as a consultant for con-

tinyation funds and the adv1sory board He described his own school

[} ° N '
which, though somewhat smaller, was similar to Bill*s. Dave discussed

the project's potential for obtaining research funds. Bill reported

that OSEﬁhad required them to remove the research elements from‘their

o
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. . -+ On-Site Consultation: The Fiyst Visit
! . D “ 4 b & . . ) ' ,“ ]
. ' . . . . " . B o . - . : S
Day One B ‘ ) oo ‘ - .

" tense, relaxed, friendly.' fHis reputation as a former HCEEP~project'

*

11

Dave Kramer was several things all at once--bright, vibrant, in-

dlrector ‘was - excellent, and he ‘was now worklng successfully as superln- : .

Fl

. tendent of a school for handlcapped-chlldren in another state. He R

-~ tion had not been gﬁided by‘any particular plan. ‘Dave did not find that

»arrlved'at'the school - 11brary L L ‘Q’

's;ble to B;ll. In replying to Dave's ihquiry about the advisory board,

responsmble for acqulrlng funds to contlnue thelr programs, and lf not,
,why Harry was respon31ble for contlnulng the funding for Project Early

“Start,' Harry explained that'other programs in the school operated with

s

] / . \_."
arrlved at Project Early Start at 9: 30 acm., comlng dlrectly from the o

alrport. Although he had been up and trave11ng since the very early | *
morqlng hours, Dave dldnft appear to be the least b1t tlreﬁ when he -
L ) ‘

. . . -

ther some brlef 1ntroductory remarks Harry explalned to -Dave that .

'.Blll Roiand the school superlntendent and project dlrector, would be

.a(?

Jolnlng them at 10:30. 'Dave began the consultatloﬁ by explaining‘that

v,

it was hns style to ask a 1ot of questlons, and his fzrst qUestlon wds

v

who had orlglnally’dlrected the pro]ect. Harry rev1ewed the llnes of

:authorlty durlng the Project's flrSt year, and ‘then descrlbed the ‘ Ce

A o ‘

changes that now made Harry,“as project coordlnator, dlrectly respohi.

C -

Harry'said the project ha@_never really usedr the board, and its selec-

- —

'surprlslng, he thought progect advmsory boards often were establlshed

* R
t . A

j‘becau5e the Offlce of Specmal Educatlon (OSE) requlred them.

-

. .
‘Dave then' asked if other program dlrectors at the school were ~* = .

< Py

X

L4




" deliver tpe on-site technical assistance to Project Early*Start._

4+

E

RJ!:%V'

Aruitoxt provided by Eic:

6 , ' '

»

Several days later, Carol received the Signed Memorandum of Agree-~

ment from Harry. Everything was now in order, and TADS was ready to
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«

2

The next_daf Carol called Harry to te?l himrot‘the decisions TADS
had made recarding the amount of technical assistance that could befmadé
avaiiable to the project. Shevidentified Dave Kramex as the consultant
chosen to work with the project on Priorities l.and'3. Harry'selected.
tentatlve dates for Dave s on-51te consultation the EOIIOW1ng month and
Carol then called Dave to conflrm his partlclpatlon. Next, she sent the.

‘final Memorandum of Agreement to,. Harry, with a cover lettér that indi-"
E . ; . . i ’

s

cated she was enclosing Dave's vita and some printed information about

developing advisory boards. She reminded Harry that Dave w0ﬁld'be.con—
sulting with the project on both Priorities 1 .and 3, and suggested that
Harry establish a date for Dave's follow-up consultation. Carol invited -

Harry to call her collect if he had any questions.
The next day, Harry calied Carol to tell her of the date he had set

‘for Dave's first consultation. Carol prepared an authorizatfon for
Dave's fee and travel expenses, -and wrote a ¢over letter to accompany

the materials Dave would need for the consultation. She sent'ﬁim a copy

Y
of the project! s proposal, of the technical as51stance agreements for

o3
.

Prloritles 1 and 3, travel expense vouchersmwandmevaluatlon forms. In

P
°

her letter, she emphaslzed the fact that - the pr1mary purpose of Dave's

consultatlon was to assist the oroject s dlrector and coordlnator in

A

e deVeloplng an oVerall approach for\contlnuatlon fundlng. As thls‘was

-

'1.q ‘ td be a two-visit sequencé; shemsuggested that Dave establish the date

- . for his second visit during his first trlp.' She reCOmmended that he
- .take some time durlng each v1s1t to review Harry s plan ﬁor the adv1aory

board and to make some recommendations. Carol a150 indicated that she
had sent Harry the manual on adv1sory boards whlch Dave had written.

) : “yq.-' . i_ ) ,. » . i ) » ) .
~ . - . C - = ’ 42
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.actlvity gulde.
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Interlude _ N

- v

One week after completion of Project Early Start'slneeds assessnent,

Carol Turner received in her TaDS office the materials and evaluation ) s

form from Harry Newman. While the‘heeds assessment met most of the cri-

“

terla on the evidluation form, Harry commented that 1t would have been

helpful to have TADRS prov1de more examples of the technical assistance °

agreement worksheets.  He and his staff had’ attempted to do everything‘

right, especially in the presence of the case study observer, but some~

tlmes it had seemed they were trying:to. accommodate themselves to the

process rather ‘than searching. for thelr own needs. | _ ‘ - |
A month later, Carol'met with'TADSFAssociate Director for Projects

to discuss Proyect Early Start's total needs assessment package. In the

-

1hter1m, Carol had prepared a draft of the proyect's Memorandum of E N

Agreement which llsted the follOW1ng technlcal asslstance needs:

Priority 1: Asslstance in developlng a written plan for obtalning

2

a

Priority 2: Assistance in developing an- 1nfant stimulation guide -
- suitable for use by parents

Priority 3: Assistance in developlng a plan for determining the
: advisory board's membershlp, roles, and functions

P

Together, Carol and the Ass§c1ate Dlrector agreed that Dave Kramer

.
-

would be an excellent consultant to prov1de on—site technmcal assistance

*for Prlorlty 1 Dave was a TADS consultant with strong skllls in both
developlng-fundlng sources and w0rk1ng w1th adv1sory boards. It seemed

that he could provide needed information for Prlority 3 as part of his

:.1

on-site consultatlon for Prlorlty 1. Two other consultants were tenta-“

tively 1dent1f1ed to review and crlthue the progect's parent/lnfant . .
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K

other project staff members, but she personally did not favor havihg an

on-site.consultant. After some discussion, Harry decided that a review
N J . - . . . N

and critique of the activity guide would ‘adequately meet their technical

assistance need.

1
The third technical assistance need was to develop a written policy
for the advisory board. This subject. appeared to require little dis-
v v . B . "
cussion. The group were in agreement about their need for information

. .
“ . A

in -this area.

Follow-Up

¥ The following week, Jim called Harry'Newman to discuss the needs

[
4

assessment. ﬁarry seehed‘fairiy happy with the ouﬁcdme, althbugh!he
said:hémwished Helen had beensable.to participate the-Secpnd day. ;n'
fact, he ﬁhouéht he might have done a better jdb of.summarizing staff
needs had_the entire staff;Seén present the secend day. However, the
staff seemed satisfied with thg needs‘assessment, and ﬁarry was looking.

@

forward to receiving the technical assistance they had requested from

Taps. |,

33
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’struggling with  this issue, Jim faced his own dilemma. His'role as ob-
.'server required that'he be a silent and unobtrusive.presence, but Jim
knew their problem could easily be resolved with a phone 'call to Perry
'Hargett at the TADS office. Jim flerceived that this staf% h%d pride

-

and a desire to work out their own problems whenever possible, but they ,
seemed4unable to resolve this.particular lssue. Jim therefore stepped .
- outside his+ cbserver's role by suggesting that Harry call TADS, which

" Harry did from the phone in the library. After Harry related,.their
questions, Perry gave the eXplanations-that‘allowed‘them to proceed
~without further delay.

Randy and Jill agreed that it was Harry s place to decide on the
schedule and the amount of consultlng tlme. Blll'S pd.ElClpatlon ‘would "
be important in developlng the contlnuatlon plan, ind Harry thought an
iextended timeline would be necessary to accommodate Blll'S busy schedule.
“He belleved it ﬁbuld be possible to have the continuation plan developed
"by May 1. 1In discussing the type of . technlcal assistance - needed, Harry
»thought he would like to talk w1th someone ‘who had been through the pro-
cess of obtaining continuation funding. He expressed concern about
getting Billpinvolyed, and hoped that a consultant could help stimulate
completion of the process. |

After a break for lunch, Harry met again with the two teachers,
Randy and Jill, to discuss the type of technical assistancedthey re-
f‘qulred to develop a parent/lnfant activity gulde for dissemination.
dThey talked over the pros and cons of haVLng an on—slte consultant. to
help‘nzth product development, or';f outslde written revlew and crlthu;

" of thelr finlshed product. Jill said she would-welcone the opinions of




worksheets

31

‘comfortable and competent in his role of coordinator. He seemed to have

the respect and@ cooperation of the entire staff and, in turn, had high'

Ay .

regard for them.. . . o Ve

13

Jim noted finally that the day's work on the needs assessment had

' been completed on schedule. The groundwork had been prepared for

devloping the technic¢al assistance needs statements.

Day Two o .‘ ’ ' ) v -
When Jim arriVed*the following morning,fhe found Harry, Randy, and

Jill seated at the library table. The head teacher and assistant

- PEEY

teacher were to work with Harry while the rest of the staff resumed

their regular projectvduties; Harry opened the Needs Assessment Manual

to the ec}ion entitled "Identifying.Technical Assistance Needs," and

read it aidwd fo¥ the benefit of Rékdy and Jill. The three reviewed tﬂeA
<ompleted the previous day,';greeing that their two brimaryv
neéds were in-continuation fUnding‘and prodhéé development and that the
previgusly identifigd need»égr technical assisténce in evaluation was
not as imppftant as the éther two. Working as a team to dexelop the
needs statements, they discussed each need and how they tHought it
‘should be stated, After reaching-conSensus, Harry“wrote the stétements’/
as Randy and Jill dictated tﬁem. i ' .
:Their work went smoothly until iﬁ came time to develop the techni-

cal assistance objectives. The three were concerned that the project

might not receive the technical assistanée really needed unless they

stated the objectivés clearly and correctly.  Reading and discussing the
samples in the manual failed to clarify their dilemma. While they were

L4
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»
well organized. The materlal and information he received from TADS were
.congruent with his own impre551ons of the project, and he thought his
Skllls were a good match for thg Project's needs. .
Dave had been well 'satisfied With the amount of time Bill Roland
had spent in their meeting, but he had the impression that Bill was not
open to different kinds of approaches. He thought some changes would be

a

useful in the way Bill's board of dlrectors was functaonlng. Only a
limited amount could be done in this 51tuat;?n, however, considering -
Blll s point of view about'boards, foundations, and‘research. Dave
feared that Harry might be caught in the middle, and this might dilute
‘thé iﬁpact of the éonsultation. The most important point, accordlng to

Dave, was that Bill spent a 51gn ficant amount of- time in their meetlng.

Dave's next visit would reveal the deg!Lefto-which his written \

a

recormendations were effective.

25 oo




‘Interlude

g

Harry called Carol the week after Dave Kramer's visit. He gave her

the date selected for Dave's second visit and asked about the activity

.

< " .
statement regarding technical assistance Priority 3 that had gaused con-~

fusion.  Carol said the statement's ihtent was in keeping wi the ori-

ginal agreément and that the wqu~they were doing seemed to be on target. :

A week later, Carol received Harry's evaluation report of Dave

A S

hd .
Kramer's fxrst congultation. She was glad to note that Har y‘was well

satisfied w1th the technlcal assistance provided for devel plng a con~-

7t1nuatioﬂ'fund1ng plan. Harry indicated that he had gained an averview

- .

of the compdnents necessary for obtaining. continuation £ ding. Poten~-

tial Funding sources had been identified and activities

contlnuatlon pi%é had been dlscuSSed Harry found Dave' suggestlons to

be appllcable to spec1f1c progect needs. ‘While there had béen a ten-

dency to dlgress from the main toplc, Harry reported that the tiy ,had

not been wasted. The consultatlon had.been very help l, but Harry won-

" dered, in -xetrospect, if the scope had begn too broad for their

particular situation. R S ‘ ,

.

. A ‘ .
Harry had sent; a. separgje evaluation report for the consultation on

‘advisory boards. He had found Dave's éuggestions for working with ad-

visory boards to be very practical, and wrote that bave's extensive ex-

»

'perlence in this area was ev1dent. Dave had spent con51derab time

relating anecdotes, but they Were not always helpful in c1ar1fy1ﬂg bhe
subject. Harry po;nted out that advisory boards had not~been designated
as a high priority by the projéct but Dave had understood this to be a

primary* focus of the technical assistance.

~

bl ) -

o implement the .




| -
Dave Kramer, in his writte\rf report to Project Eariy Start, pointed P

out tb;t'the elemenE‘g% continuation fundiﬁg, in this particular case,

was ihtimately connected &ith theiéage—up of the advisory board an&—ifth

7 the project's dissemination efforts. His report included detailed re- e

. ' . . . o
commendations on cont%ﬁuatlon funding, advisory board, public awareness

- -~

programs, and dissemination. Dave had also developed a sample budyet.

L
v

‘Carol was glad to note that Dave's report had been written early enough

to give both Harry and Bill time\éB‘become familiar with it before Dave's

f/_——;;;z consultation visit. ‘ o

In his evaluation report to TADS, Dave indicated that the major

accompllshments of his consultation had been to prOV1de new ideas on
funding and on revamping the advisory board, and_to discuss a public

. 3

relations program. Dave believed one of the strengths of his consulta-

-

tion had been the open discussion with Bill Roland on the subject of
continuation funding. Bill had seemed interested in pursuing thefﬁundw
ing suggestions Dave had offered, with some exceptions. Dave was

impressed with the school and with Project Early Start, and he noted

that they had a good administration and a competent staff.
' v
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Oon-Site Consultation: The Second Visit . %} /1

A}

Dave Kramer was looking forward to his second visit to Project S /

. - /
Early Start; he was eager to learn what progress had been made in the» > |
. month since his first visit. ‘The traffic was unusually heavy,‘but he ) /

i<l

Vs
realized he had tlmed his trip from the airport "well as he saW'Harry 7

Newman puil into the schopl parking lot just as his taxi arrived ' ‘ 3

As they walked to the library, Harxy reported he had not yet had a

chance to discuss Dave's written recommendations with Bi11 Roland. . In

fact he- wasn't sure Bill's receng schedule had given him ‘time to read

the report.? Bill was still telling Harry not to worry about contlnuatlon b

funding, although he had indicated he~wouldn‘t stand in the way if.Harryv .
) , T

AY
w1shed to pursue potential sources, 1nc1uding foundations.

Harry and(;ave settled into comfortable chai

\

r/) and Harry said Bille |

: \

was still hopln |

to acquire federal continuation funds, which depended

. on political issues that_ Harry didn t fully understand Dave suggested )
] .

3

that Harry develop a formal,vwritten funding plan. This might help‘Bill

to understand Harry's concerns and the efforts We was making to acquire

Dave thought it would be a mistake to depend on' federal funds;

such funds currently were in jeop;fdy, and it would be wise to-explore . ,
diversified sources.

o

Dave tempered his inquir%es about progress in writing the continua-~

b

tion plan with his understanding of the many demands on‘Harry‘s time. |
Harry thoughtﬁhe could have the plan completed'by June first, and he was

: P . [ . " .
still interested in-pursuing foundation‘sources. Dave agreed the pro-

ject had a good program and organization, and encouraged Harry‘to pursue
. . .

this course of action.

i
\
E

He asked if Harry had. a timellne for developing
B . a’“, . »sl‘




P o
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a proposal for foundation f\Nﬁung, wondering whether Harry might,be

pushing“ a little.- Harry said August first might be a realistic
R
timeline. -

In résponse to Dave's guestion about how other programs similar to

Project Early Start acquired their continuation funds, Harry said it was

A}

‘a matter of who assumed that responsibility” for the organization. 'In

the case of his project, Harry believed it ultimately would be up to

Bill to pursue the funding. Harry had discussed continuation funding
with the staff and although they were interested and concerned, they
had little time for<the work that would be{reQﬂired.

Bill stopped by to say hel#® to Dave, explaining he .could stay for

only a few minutes. He was busy writing a funding proposal for ong of
the other school programs.~ He and Dave’ exchangedaa few comments about
the process of writing grant proposals. When Bill left, Harry said

Bill's brief visit was an indication of the good impression Dave had -

¢
-

made on him. Harry expressed his admiration for Bill s ability to work

well under pressure and thought it was: possible Bill would get federal

’,

continuation funds after all _However, Harry was: uncomfortable in wait-

b \
ing until the last minute when it might be too late to develop other

sources.
Harry said he had had a chance to discuss the public relations
Pprogram with Bill, who was coricerned that this work be done. well. There

had been a short segment about -the pProject on IV, and Bill had sent =
, s : SN -~ .
- memos to the school's board of_directors,‘encouraging them to watch it.
- ) ’ . V]
Harry was also considering writing a newspaper article based on an idea

,.)

he had gotten. from one of the articles Dave had sent him.

.




Bill's board of directors had formed committees since Dave's last . R

" visit and today, for the first time, several board members were having S
A ° ' 'Y . . .

lunch at the school and visiﬁing the programs. As a matter of fact,

. Harry ‘and the other program directors had been asked to have lunch with

* the board menbers and present brief deScriptggns of their programs.

Harry apologized for having to leave, but Dave agreed his attendance -

was very important. A o SRR l
Q - .

WhenjHarry returned, Dave focused attention on the project's ad-

N . e

visory bdard. The two-reviewed the school's organizational chart Wo
determine where: the project advisoryjboafaﬁfit in the hierarchy.

encouraged Ha:xx;;reffoits to determine the most important aspects of

the advisory board, and helped him define what the paraméters should he. -

Throughout. their discussion, Dave checked with Harry to be sure his

. commen{s and suggestions were clear.

s
el

Their meeting drew to a close in the late afternoon. ﬁefore he
B left, Dave assured Harri)he would’ send hiéAconsultation:Feport‘énd
recommendations as quickly as possible, jHe also said he %duld; of
"coﬁise,‘be‘inﬁeresteé in receiving continued‘repoffs from Hafry‘on the
, . v _ ,

project's progress.

3 . .(
»
v




developed Dave thought he had been successful in 1mpress1ng upon Bill

¥

which he expressed appreciation of Dave's time and effort and said the

Interlude ' :_ B

Carol had received the eValuation reports on Dave Kramer s second

v1s1tnto Project Early Start. Harry Newman reported that the major ac-

1

Complishments of the t \9chnical assistance had been development of an ’

advisory board plan andoa continuation plan. Harry had gained knowledge

S [N
of funding processes, and he thought Dave had*deVoted a great deal of ‘

\
4 \ -

'time and - effort to meeting the needs of the project This second con-

sultation had been more useful than the first, wrote Harry, because he

¢ & - . >

had a better understanding of the problems. Ag a result, Dave had not .
' : - - o . e
. - LS { -
had to spend as much time co¥ering background information. 4 . o
Dave's evaluation report indicated several major accomplishments . oo

+ N * . . ’ I"

A new organization Plan had been completed for involvement of the ad: .

v1sory board, and an outline of the continuatlon funding plan had.Been'

IS <

Roland the value of the schapl board's 1nvolVement in Project Early

Start as well as in other school pPrograms. Dave said their meetings had

~

prov1ded a good beginning, and he thought the Project was now ready to
develop and carry out a continua n.plap:’*ﬁarry had sent a copy of the

c0ntinuat1on plan ofitline to- D e, along with a letter of thanks in

0

constiltation had exceeded his expectations. s v

13

Harry had alSo'writtén a letter to Carol,; thanking'ThDs for arrang-

ing Dave* s consultation which had proVided the proJect with much-needed

a

a551stance. His letter also informecharol that he was waiting to rgi

celve the Preparation form to complete for the review and crithue of

v : A

the parent/infant act1v1ty guide, the projéct's Priority 2 technical

- ’ C %




o " assistance need. L o ' | // _ - ; S

. /

Carol sent the preparation form to Harry. with a cqver letter which

) stéted she would'let Harny know the.names of -the consultants as soen as | '
" he returned the ccmpleted preparatlon form and a copy of the act1v1ty -
, guideu Carol also took this oppotttnlty to express regret. that she and
Harry had not had many contacts thls ¥ear.r She trtsted'he w0uld not A
hesitate.to let her know if TADS' resourCes could bi of further hel;.. : »‘;~
Such requests, sa1d Carol, could he.handled 1n£ormally qu wauld ‘Pt ‘ }..~‘; ‘

£

require formal agreements or evaluations..

. ' . ° - L ' ' - 0 ;
* o TWO weeks latef, Harry called to ask Carol for an éiten51on of tlme
. . s . %
N for Sending'the activity guide. carol suggested a two—week,extens;on; o e

and was surprlsed when Harry s materials arrlved by express mall ex— .

actly ‘on the extended deadline date. Harry had obV1ously maxled‘the
materials over the weekend, and Carol hoped ‘he had'not_wdrked on Satﬁ&day

c just to "m'eet the deadline. L - - . . . “ '

- “Carol called Flotence Gteén and Norm Linden,,the congz;pantS‘&he'-r
had beendtentatinely'selectedjforbthe revieﬁ Jﬁa critique, to eonfdrm';
their partlclpatlon. ATheﬁ‘she ealled Harry to‘give'him‘the consultants' co

> o

names. Carol forwarded to the consultants copies of the progect's ab- St

J"‘
stract, completed preparation forms, and the activity gulde. In her

S

. 3 ‘cover 1etter, she sent details -about Progect Early Start and what they o I

A -

were'hopind“td,:eceive from- this technical assistance.




Consultation: Review and Critique of

, | » Parent/Infgnt Aétivity Guide
Jim was‘sittipg in|3is’6ffice, reading copies of the reviews com-
pleted by;florence Gréen and Norm Linden. As he looked over the reports
J;  -fxom each consultant,;he reflected on his conversations with them.,
Florence Green had enjoyed:ﬁér aséignmént'to review Project Early . .
Start's acti&ity guide. In her letter to the.project, she had given
' many positive strokes thle at the same time making a number of sugges-

tions for improving the format and content of the guide. She stated

2

| very strongly that she believed this product had great'poféntial for the
3 field, and encouraged the.project:to develop it with wide dissgm;pation
.in.mind.' She suggested that it be developed to stahdﬂalone, keeéing,th;
language and drawings éimple and field-testing it locally beﬁére final
production. F;orence was positive and specific in her recommendations,
and asked Harry to send her a copy of‘the'fihai‘éréduct. |
Like Flbdrence, Norm Linden had enjoyed reviewing~the éuide. ,H;sb

v

written review centered around the content and format, ana was iess~spef

cific than Florence's. Norm also indicated that the project had done a

fine job in structuring the guide as a useful tool for parents. He had ¥ .

i

reguested an opportunity for a telephone consultation to'make more spe-
"eific recommendations concerning individualhitems on the guide, and in

his cover letter he had»tg%d;ﬁérrY'hevwould'call the following week to . "
i) o - T ' S - R
" As he read the reviews again; Jim noticed the differénces in writ-

[

discuss those items.

ing style of the two reviews, and Wondered what influence these differ- _

ences might have in the project's acceptance of suggestions. He hoped
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his end-of-year visit and from his conversations with Carol Turner at N

he wguld learn this when he received feedback from the project during

.

'Y
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v - : 'Interlude

It was the middle of June, and TADS' administrative tasks relating

, to Project Early Start's second year of technical assistance were almost

‘ ] . & .
complete. Carol had submitted the necessary paperwork for processing
payments to Florence Green and Norm Linden, and had recently received

Harry Newman's evaluation of their review and critique of the parent/

v

infant activity guide.

Harry rated all aspects of Florence Green's consultation as "excel-

Y

lent." The major accomplishments of her review and critique were ex-

«
-

pPloring ideas for dissemination, format modification, and content

1

‘revision. Her very specific recommendations and <helpful examples had

been especially useful, as were the additional materials she had sent to

‘

Harry. Norm Linden's consultation ratings were divided between "good"

and "average." HlS major contributions had been revision of content and

¢ -

his follow-up telephone call to discuss the dlssemlnatlon plan. Harry

thought, however, that most of Norm's sug estions wer€ too general to be
g

%
[ 4

very useful.
The final task involved the project's completion of an End-of~Year
Survey designed to assess the effectiveness and impact of TADS' delivery

of technical 8551stance Carol ma11ed the Survey form to Harry, along

-

with a letter to expain its purpose and a request that Harry sign a

short statement which would confirm completion of the technical

-
v

assistance ggreement.

I3

In review1ng her file and reflectlng on the year du&ing a phone

conversation w1th Jlm, Carol expressed some concern about her limited

centacts with Harry during the year. = She regretted that Circuﬁétances

a

wd

RIC ; o - b ' .

PAruntext provided by enic . ) . . . . . o
g : . . .
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had prevented Harry's attending the HCEEP .directors' conference in Decem-

4

ber, when she would have had an 0pportunity to talk with him personally.

1

She also regretted that Harry had not commented on the statements in her

letter referring to their limited contacts and to the availability of

n

additional TADS resources. She wondered whether the deadline established

for review and critique of the activity guide had been a help or hin-
drance. She was curious about Harry's thoughts on the chances. for pro-
ject continuation funding, and what he thought they would need to work

on the following year. Her hunch was that Harry was feeling better

n

about the éontinuation plan, but the project was still a long way from -

- [}

actually identifying, requesting, and receiving continuation funds.

Based on her phone contacts with Harxy and on. the completed evalu-

e

ation forms for the technical assistance events, Carol's impression was
that Harry was satisfied with the assistance TADS*had provided this
year. It would have been possib1e~to'provide more assistance if Harry

‘had requested it. However, TADS uses a responsive approach, and €arol.

usually didn't initiate contacts unless a project indicated they had
&

additional needs. She might have been more directive and gone beyond

what she considered her primary job, but Ha;rry‘s eValuat\J;.ons had not

o

indicated other needs, nor had there been any negative responses to tEE‘Q/

technical assistance provided.
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Y.  Epilogue

It was mid-June, and Jim was visiting Project Early Start to cap-
) .

ture impressions of the year's technical assistance from the project'i&

point of view before he began to write his case study report. He

planned to spend most of the day interviewing Harry Newman and Bill
I;lolandv who had been primary reéipients of the teéhnical assistance.
Harry met J;m atbthe door to the library Qhegg heir morning meet-
ing was to ﬁake'place. ‘As they settled at the conference taﬁle, Harﬁ?
expressed concern about the amount of time Bill might have available
that d;{. Huréel Conway“pd-Mary Smith (TADS e&aluation specialists)
had visited the project just the week before. Their purpose was.to
express TADS' thanks for continued cooperation in the case‘study, and to

L

discuss any concerns about the procesg Bill had/ talked with them for
1

. \

about -an hour, and Harry was concerned that Bill might consider Jim's
visit & fgrther intrusion on his time. Bill really had very little par-
ticipatio; in the project's activities, ,and he felt no need to be
invol?ed in day-to-day oper&tions. Harry explained that Bill's ad-
ministrative style was to trust his staff; while this might make him
\

seem distant to outsiders, he really was a caring ;nd compassionate ad-
ministrator. Jim said he appreciated Harry's conéefns and understood it
would be important to have Bill know why this interview was essential
fq; the case study. .

Bill éreeted Jim cordial}y when he joined them in the library. Jim
explained that an impo;tant dimension of the case study was to look at

the technical assistance from the chief administrator's point of view.

Bill showed a willingness to cooperate, and he spent over threé hours

93

/
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" 14

sharing his perceptions and concerns about.technical assistance and

’

federally funded projects with Jim and Harry. His first observation was - -

that TADS could not change the environment in which a project operates
L]

becausé thaq environment is so complex. Technical assistance can deal
only with the obvious, within the context of the situation and the en-
vironment. For example, Dave Kramer really had.some géod things to say

and had allowed Bill to talk candidly andicasua11y> Dave understood
. . ‘

what Bill talked about because he, too, was a school superintendent.
)
h »
However, Dave couldn't know the political environment surrounding the

.

school. What might work well for pave in his state would hot work at
: -~

all where Bill's school was located. Bill had enjoyed - time spent
with Dave and appreciated his ideas and efforts, but Davé hadn't told

© Bill anything he hadn't already known. - '
6 ' :

ezi’BX:l acknowledged that there was some gratificatién from receiving
th

e attention of a consultant, especially in situations where there are

-

limited resources to call upon. As far as he was concerned, however,

technical assistance from TADS was no different from the advice given

il

by many licensing agency representatives who made site visits to the

school every ygé;. Bach had suggestions.to make and advice to give.

[

Superintendents really have very few choices, because so much iS.dic-

L)

tated by licensing requirements and system idiosyncracies. e

2,

As the interview drew to a close, Bill said t;;E obtaining continua-
(4

tié#lfunds for the project was one of his greatest concerns.” He was .

I
.~

convinced that the project was performing an imporfant community service.
S ) .
As for technical assistance, Bill placed his confidence in the staff,

especially Harry. Technical assistance was all right, jf the staff

L

60




wantied it. . .

B

After Bill left, Jim and Harry discussed the year's technical

assistance from Hafry's péint pf view. Harry's involvement with TADS
»

. .
had begqun at a very difficult,time, and he thought the self-administered

needs assessment had been-conducted too éarly._ The project had so many

needs just to-keep going, and PADS had not been very.high on ﬁheir,list

- )

of priorities at that particular time. Their interaction with TADS was

as a second-year project wh ; in fact, theyxhere operating as a first-
P .

‘year project. Harry believed the TADS process should be tailored to

fit a project where it is in actuality, rather thanswhere it is

. chronologically. ) o

As a consequence of’feeling'hnder Pressure to complete the nﬁgds

assessment, Harry had hot thought TADS would be interested in the pro-

\

ject's non-technical assistance needs. Carol had kept calling to find

*

. out if a date had been selected for the assessment, and Harry had missed

several of her calls because he was so involved in project operations.
» 1 .

Even though he and Carol had a number of conversations about the assess-

ment date, there was never any in-depth commumication about what was

-
-

&eally going on. Harry felt uncomfortable about sharing problems with a

"stranger"; he had neverxmet Carol and hadn't had any orientation to
TADS. Looking back, he wishéd he had ﬁa;é all of this clear to Carol at
the beginning of the.year. That beginning had influenced all of their
interactions, and £heir conversations had focuség on scheduling matters
and business-related tasks. It just hadn't seemed appropriate to say

more, and although Carol always was pleasant and polityg, Harry had felt

more at ease in telling her things were "under control." On the other
. ) i .

-

o . ‘. | o u.. Eil _ ' ' f .
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hand, Harry reported, if Carol had. asked ﬁ!%ot‘of probing questions, he

might have thought she was "snooping."

Y
o

Harry had finally decided jgst to go ahead with the needé/assessment
and get it out of the way. He knew techniéal assistance couldn't meet a
projec£'s needs unless the needs assessment was done well. The sﬁaff
had\lacked éonfidénce and approached the needs asggssment with appréhenr
sion. The needs asseésment process asks people‘to do a Jéry difficult

L)
thing in reviewing their total program, something they might not be

ready to do.  The staff had been professionally young and still needed

s

i ' . . ,
to learn that it was appropriate t:\pxpress'needs., They had felt it was

. -~
necessary to be on their best behavior because they were being obsexved,
. N +

and the needs assessment, gs it was conducted, might have been more for
r @ g ‘

"show" than to express real needs.,

4

X
Harry said he believed that .timing had an unfortunate effect on the

- <% N
review and critique of the parent/infant activity guide. The original

timeline for that technical assistance had beeh set during the needs
B N

assessment, and it proved.to be unrealistic. Harry had called Carol to

request timq)extension, explaining that he did not have a secretary to
’ 3

type tﬁé gﬁide. Carol had suggested he send a handwritteh copy which
couldqbe tyﬁed at the TADS off%cen~ Harry had interpreted this sugges-
tion as Carol's being judgmental about his need for more time. He had
tried to meet TADS' extended timeline. in géégral, he had tried to meet
all.of TADS' time€lines during:the year, éﬁd believed he had ended up

u

doing twelve months' work in -six months.

o

s

24 Harry had enjoyed Dave Kramer's consultation a great deal, and he

believed it had given him a foundation of new information. Dave had =~

62 ,,
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made Harry feel comfortable in sharing both the project's.strengths and

weaknesses, but Harry was still uncertain about following through on
Dave's specifiégr%commendations for continuation funding. The advisory

board had been created tO_Eylfill federal regulations and was not a-high

priority need for the project. Harry-thought the board might have value

if ‘it were properly organized, but it was too so.n to judge the impact
, .
of the technical assistance. It was also toco earlffto know the impact

of the rébiew and critique of the actiﬁity guide.
As he dissafsed Carol's comment in her letter about their lack 05
contacts, Harry admitted feeling a litt e defensive and wonderipg if

L “
Carol thought he wasn't doing his job. S obviously had a lot to offesvl.

that he hadn't taken advantage of because he-hadn't known it was ravail-

able. Most of his interactions with Carol had occurred under pressure

that precluded his acquiring addfiional informatiofi. In retrospect,

Harry understood that Carol was operating under her own constraints and

»

" timelines. Harry suggested to Jim that technical assistance is not as

significant to a project as it is to TADS. A broject has multiple pur-
poses and activities, while TADS' sole function is to provide' technical
assistance. Harry felt this might have influenced the interactions be-

tween TADS and Project Early Start; what he perceived as pressure might

. hav% been Carol's justvtrying to do her job. S

As they concluded their meeting, Jim thanked Harry for his open

sharing which, Jim said, would help considerably to enrich the case

study. On fhe\ray to the airport, Jim noted that he wasn't yet ready to

write his observations for th§/§econd7year case study report. There

were still a few information gaps to fill in order to achieve some

»

2
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closure- for this eventful year.

‘When he returned to his own office, Jim caiEéd Carol to leaxrn the

results of the End—of—Yea{iSurvey that Harry had completed. Tﬁgaithex

covered a number of areas% gnd'Jim was interested in hearing how Harry
had evaluated the technical aséistance provided to meet the needs stated
in the Memorandum of Agreement. Carol said that while the Survey did
contain pOSitivé reactions, shé was disappoihted in the number of nega-’

% . .
tive responses. Harry had indicated the project's identified technical

assistance needs had not changed in content orapurpose over the course

-

of the year. The written continqptioﬁ plan Was now copceptualized, and
fADs' contributi to this effo;? ha§ been signif;sint. TADS had alsos
contributed_sombw to the éevélopment of the parent/infant activity
guide and thelplan for the advisory board.

d on the End-of-Year Survey, poSit;vé impacts of technical ass;stgncé

- P

were noted in the areas of program analysis and clarification, staff

knowledge, product development, benefits to pgrents,'récord—keeping,
deyelo;ment_and use of the project adviso;y board, and overall plany&qg
for démonstration/diéseminétiop/continuagiog. .Negétive impacts of tech-
nical assistancé were hoted in several items rela%ed to the pr§ject‘
staff——roles, respénsibilities, communication, and attitude/morale.

Mary Smith, TADS evaluation specialist, had made a follow-up phoqg call
to thédpréject to obtain information goncerniné the reasods for the

L J
negative impact ratings.. Hérry had explained to Mary that the two major

"negative fattors were the project staff's difficulty in.completing the

N . L%
needs assessment confidently, and the amount of time that the continua-

tion.funding technical assistance and the case stugy vigit by TADS had
- /-

[

4.
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-~ .. taken from Bill Roland's busy schedule.
B e S

v

B :;Farry had rated his satisfaction with the year's technical assis-

tance as "average" and explained his rating with the comment:

The needs asséssment is the basis of most of the technical assis-
tance a project receives. Our pfojecg needed a-more thorough
orientation to TADS and the needs assessment and this lack of
knowleaaé adversely affected not only the needs assessment but
the rest of the technical assistance receivéd.

During their ¢conversation, Jih recalled that Carol was responsible

N

for coordinating TADi;iggéhnical assistance for seventeen projects, and
as Carol discussed her ideas withiJim it was obv%ous thét she had given
a great deal of thought to her interactipns Qith'Project Early Start.
- Her style was non-directive, but in thé case of Early Start she now
7thought a more direct approach might have been more appropriate. Had

she known the real situation the ‘project wasmin, Carol would not have

*

recommended setting the date for the needs assessment until Harry
thought they were ready. She would, instead, have negotiated an excep-
 tion to TADS' contract deadline for completing needs assessments, or

they might have provided tgchnical assistance without a needs assess-
o

o . _
ment. She also thought that under these exceptional circumstances-she

»

might have recommended an on-site needs assessment.

’ -

Carol tolq Jim she wished she had made a greater effort to estab-

“

iish personal contact with Harry. She had assumed that Bud Fisher, who
was coordinator last year, would hggéatransmitted all of the necessary

information about TADS to Harry. She had missed the point‘that'Project

-

Early Start was Oper:;i:7 more like a first- ,than a second-year project.

The changes in key leddership and staff positions should have signaled

her to make a more concentrated effort to understand the project's . .

a -

' \5 ‘ . (;E; | &
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dynamics.

N + . . -
Two weeks later, Jim called Harry Newman tg ask about the status of

the project's continuation funding plan. Harry said a revised draft of

the plan had j:ffﬂgggafgampleted and there were a few‘Lhanges.v The em-

phasis now was on seekifng federal rather than foundation funds. This

seemed to fit better into the school's administrative structure. Since

-~
.

the project was to become part of thefschool program ét the end of the

‘

project's third year, its funding'structuré needed to be éimilar to that

of other school programs. A further change was elimination of a major

puglic‘relationS'activity recommended by Dave Kramer. Its purpose had
been td\aSSiSt{the project té éecure foundation funding, but thefigjugt
wasn't énough time to,accomplishhthis task. Dave had érovided an over;

: - <
view of funding poésibilities,“and Harr§ wa; §till considering a?plyi;;\\

" to. foundations for supplgmental funds. The major thrust was for federal
funds, however, and Bill Roland was handling that task.

- .
As. they concluded their telephone conversation, Jim believed that

‘he had gathered all the facts he needed. Now he was prepared to write

> 4

his observations for Part II of the case study report-on Project Early

Start. ' .
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prologue: A New Beginning

~

Bob Mitchell never could decide whether he liked Chapel Hill better

in. the spring or fall. Spring brought feelings‘offnew béginnings every—
where, he thoughﬁ" but Chapel Hill waS'special in the falI‘ ‘when the o _ﬁw%'
crisp autumn air resounded w1th eager cries’of greeting from students

and faculty as they returned from vacation.e Walking from tﬂe_parking

@ lot to his TADQ office, Bob reflected that today would be a "new begin- <

ning" for him, too. He planned to'spend the morning reviewing the’

. L

' Project Co-Op files. Jay Arbey, who was TADS technical aSSistance éo—
R Tt e .
ordsnator for the pro]ect last year, had been appointed to another .
s .
position at TADS, and Bob was to be this year's caordinator. Bob was

4

pleased that Jay would be needs assassor for Project Co—Qp this yearil

\"" P
o nd % . » ~
& N

it would be interesting t9 have the needs assessment conducted by some=-

one who had already had such close contact Wrgg the project.

| 4

Refreshed from his brisk walk, Bob sat at his desk and took up the ;c -
first of the many files to be read. He already ﬂnew that Project Co-0p
was, a Handicapped Children's Early Education Program (HCEEP) deSigned to

serve severely and profoundly handicapped children between the ages of

birth and five years, and their parents. Project Co-Op was entering its

IS

second year of ~operation as a joint undertaking of a county sthool dis-

' -

trict and a nearby college. The college was recipient of the grant, and . o~
v ¢ .ot — s . ; - .

N . . . ' -
the center-based part of the program was located at the district's Oak

Ridge School. Prqject staff reflected the dual’ sponsorship. Alan Adams L
(the progect director), two teachers of . ihfants (including one who e
J . & :

served as project coordinator), the occupational therapist, and uhe pro-

ject‘evaluator were employed through the college; the teachers of 2~ to




-4

4- and 3- to 5-year-old children were employed‘by the school system, as

.was a teaching aide.

’
-
v

- Now, as he read ihe files, Bob noted that Project.Co-Op seemed to

4

havelexperienced many of the joys‘andwfrustrations felt byqprograms of

similar nature during their first year of operation. On the one hand,

.

the design and development of servicés for children and parents‘had

progressed at a very satisfactcry-rate; on the other hand, the project's

newness had resulted in some staff communication provblems. This had led

-
BN

r

to self-questionhing on the part of some staff members about their

ability to 'do as good a job as‘tﬁey thought they should. Later in the °

1 : R

year, however, many of the ﬁncertainties seemed to have disappeared as *

staff gained more confidence. ,

t K

In some ways, thought Bob, TADS' technlcal as51stance 1nvolvement
. - appeared to parallel the developmental pattern of the prOJect Early
staff communlcatlon problems had been an issue dur1ng the needs assess—

! »

,ment 1n fact Alan Adans: had subsequently expressed the feellng that

-

the needs assessment had itself contributed to the problems: Still, a
technical asslstance.Memorandpm of Agreement had been developed;_and
the relationship between TADS and the project, as represented by Jay
Arbeyjand Alan Adams, had strengthenedbduring the year.

o

Bob reviewed the first year's Memorandum of Agreement. nThe needs

listed in the Agreement were:

P -
€ .

Priority 1: Assistance in pldnning for the movement of project
" classrooms for severely/profoundly handicapped stu-
. A\ dents' to a less restrictive environment, e.g.
" S regular public school.facilit&ss
Priority 2: . Assistance in developing a cbherent curriculum for -
' the program




[

Priority 3: Assistance in assessing and providing for the pre-
speech, language stimulation, and feeding needs of
low-functioning children:

N . ) . » o

Priority 4: Assistance in identifying instruments for the summa-
N o tive assessment of young severely/profbundly
handicapped students

“ o

. Priority 5: _Agsistance in measuring parent satisfaction with
services provided *o their children by Project Co-Op

. - . " < - ‘k
Keeplng the five needs in mind as he read the -evaluations and'the

~

first year's case study report, Bob concluded that for the most part,

. v

the technlcal a551stance act1v1t1es hadrbeen carrled out as they were ,

listed in the agreement. Theflast>activity~te»be_qcmpletedrhad heenma
workshop on curriculum’ development and the conductlng of evaluations in

July. This act1v1ty had been well received, and the xesponse of. project
o 3
staff indicated that the 1nformatlon~had been of considerable value to

»

them.

2

Project Cq'Op appear%d to be enterlng 1ts second year with p051t1ve

feellngs about the assistance TADS could offer. There wquld be major

~

Y .

changes among project staff, ‘however. Bob had learned récently that
Alan Adams had accepted a faculty appointment at another university and
would be leaving the project in December. L;nda Voland had been ap-
pointed to replace A}an as of January l, and she would be part1c1pat1ng

activelY‘in!Ehe_needs assessmenp.i/ﬁéﬁﬁ Sellers,“who had been

coordinator, had moved into a fulf-timé position with the schpol system's

roject

m o . .
administrative staff. Sandy Dawes, a teacher of infants

- Y

was now serving as project'coordinator‘and would have an important part

!"vl

in the needs assessment. It was, indeed, a "new beginning," with Linda
Voland, Sandy Dawes, Jay Arbey, and Bob Mitchell all assuming new roles
" with Project Co-Qp. C e

] . o | \ '7{} . Q;

" . ’ A
.1 . D

-

he project, [
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#

lpersonnel:changes that had occurrefl since last summer. Linda Voland

an early chlldhood specialist, was already a member of the college

.o 69

The Needs Assessment \

v

Day One

3

i It was mid-November--almost .one year to the week since the first

4

needs assessment--when Jay Arbey, TADS needs assessor, and Bill Anderson,

TADS case study observer, arrived at Project Co-Op for the second-year
assessment. - The night before, Jay and Bill had met with Alan Adams, the

¢

project director, to plan for the activity. Alan had described the

-2

- (
faculty and had some familiarity w1thigroject Co—Op whlch would be of

conslderable help to her when she assumed Alan's role as progect dlrec- o

tor on January l. Marilyn Green had replaced "Martha Bryson as occupa-

< . 3

ﬁional therapisp. Margaret Maitin had come to Project Co-Op from an

aiiggmic setf@ng some distance away 25 replace Cynthia.&ee as a teacher
g ~

¥ >
serving as project cobrdinator. Alan reviewed for Jay and Bill the -
. . g ] .
transition process and his schedule for completing the transfe;;of his =

»

3{ infants. The othjc;teacher of infants, Sandy daﬁis, was now also

w

project director's duties to Linda Vblapd. He also noted that Joint

Dissemination Review Panel (JDRP) approval was still a top priority for

the ptoject; an agreement had beeq}reached for Alan to visit the projecp‘

- - . '

as consultant from time to time to assiét in preparation for JDBP review.
) AY

This morning, Sandy Dawes, the project coordinator, afiived-af the s

%

hotel to drive Jay and Bill to Oak Ridge School where the project class- .

- > "‘&,

rooms were located Jay was glad to have a chance to chat 1nformally'

wish Sandy abogt recent events. Sandy described new Personnel and new

problems, but new progress as well. A decision to form a parent-support .

-5
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g

group had been made; its impetus was the death of two children who had

<

o beén enrolled. in the ﬁroject. Sandy hoped that' the group could help

parents develop a responsiVeness to proﬁlems affecting one another.

It was breékfast time when the three arrived a; Oak Ridge School,
and the children and staff were gathered in the cafeteria. 'Sandy intro-
duced Jayvto the staff, and.Jay spent several minutes. with each of them
in general conversation about the c@ildrgn present, as hé unobtrusively

N . . '“ N
distributed copies of his agenda for the needs assessment. Sandy then

‘led Jay and Bill to>the'conferencébroom where the sessions were to be

held. Jay knew that this year, as last, it would be necessary to meet
Y . . )

. . ‘;\ ! .
with staff members individually or in small gxoups t®°'conduct the needs

. - 7
assessmen¥, but his advance knowledge had permitted him to plan accord-

B . Y
ingly. The challenge of fostering accurate .and positive communication

among the'variodé Préjept;Co-Qp staff was the' main reason Jay had ‘gsought

this assignment. .He was confident that his knowledge of'the project,

“

relationship with Alan Adams,_and’facilitgpive;skiIﬁs wouldlpievent the

kind of difficulties experienced in the previous year's needs assessment,

The first staff memb¥r to’be interviewed was Ken Stevéns, the pro-
Vo " . ) '
ject evaluator. At Jay's request, Ken explained th roughly the project

€

: \
evaluation plan and its evolution, and he outlin the operation of the’

-

’

multiple baseline data system. Jay was supportive and aéked_frequent
questions about the data system, reviewing Ken's responses until he was

sure he understood. Ken noted his dual responsibilitié% in evaluation

~

and bookkeepiné, and analyzed the level-of effort requireé for both,
Aé bobkkeeper, he was responsible for recording all of the project's:*

financial transactions; this in itself was a time-consuming job for'a

s L . : ,725' | . .
o | | .
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. . |
grad;ate student who was émployed part-time by the project. His evalua-
tion duties were closely connected witq the potential JDRP review; he .
would be asked to provide a careful analysis of all data on parents and ”
cpildren. As he reflected on this, Ken thought he could use some tech}

.

nical assistance”in the area of data collection and management. Jay
commented that any needs coming out of their talk wovld be considered
with all of the needs emerging from conversations with other staff. He

) 3 I3 I3 I3 . M I3
" noted that in the final analysis, priorities would have to be assigned,

but Ken's stated need would certainly receive equal con51derat10n. The

? two then moved on_to a review of the program evaluation sections of the

needs assessment document (see Appendix A) and rated each item in turn.

.

The;atmosphere\wgs relaxed and the process was straightforward. Through-

out, Jay offered Ken opportunities to expand on his answers, and as they

-

concluded he asked if Ken would like to brainstorm further. Ken said he

- . -

believed’ all his coniments and observations had been made.

Next on Jay's agenda was a series of brief visits to each classroom.

He took this time to chat informally with the teachers and aides about

their work and about potential technical assistance needs. The §taff

reported that they felt comfortable with their progress and could ° o

identify no specific needs. . _ ‘

: Following the classroom visits, Jay returned to'the conference room

.

to find that Alan Adams and Linda Voland had just arrived from the col--

S
-

- lege. After ‘introductions, Jay and Bill described Bill's role aS\iﬁDS p

case study 9pse§§er. Both wanted to be sure that Linda, as -project

o ‘director-deqigna e, understood Bill would be reporting only discussions
. ' relating directly to the process of needs assessment.
=1 N ’

) . oo . ,7é3‘ %
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At this point, Sandy Dawes, the project coordinator, joined the

group. Jay turned the conversation to the business at hand by reviewing

his proposed agenda. He talked with Sandy and Linda about  project goals
and objectives, especially as they related to technical as;istance needs.

: _ ‘ %
Sandy said she believed they were pretty much on schedule with respect

to meeting project goals. Linda, while making contributions from time

to time, deferred to Sandy for answers to Jay's questions about specifiec
project details. Alan contributed to the conversation in some detail,
especially on the topics of staff capabilities, implementation -of the

¥

data system, and relatibnships with the public school system. Jay pro-

-

vided "gentle direction” as he kept the discussion focused on technical
. . <

assistance needs. ) - -
!

This~ineeting -of key staff members apparently markéa their first p
" a~

opportunity to discuss the entire scope of the project, and they were
all eager participants. In fact, Alan and Jay had timed the d@eds
assessment to provide assistance to Linda as she prepared to assume the

director's position. Alan and Jay saw ‘two advantages. First, the needs

a

assessment would provide an opportunity‘for transmitting decision-making

authority from Alan tobgénda.. Alan and Jay had agreed that Linda's

- L4

understanding of prQject needs and priorities would determine the year's
technical assistance. While agreeing in principle to these goals, Jay

was aware that transitions are seldom easy and that hjs role as facili~-

tator might well reguire extra sensitivity to the needs and feelings of

the personalities involved. As the session ended and Alan and Linda re-

’

turned to the college to atten& to academic duties, Jay reflected with

»

pleasure that the first meeting seemed to have gone well.

» ~
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After lunch, Jay had a 1en' y conversation with Sandy Dawef. They
reviewed some of the project goals in further detail, especially those
relati g to outcomes and'toxpubliehing project materials. Jay encour-
aged Sandy to talk of her feelings, as project coordinator, about'the
transition of project leadership that was soon to occur. Sandy said she
would miss Alan's dynamic leadership but she had great respect¢for
Linda's profe551onal talents and had good feellngs about the project and
staff in general. She was looking ahead in a positive way.

At 3 o'clock Jay's schedule called for an interview with Marilyn
Green, the Qroject's new occupational therapist. Marilyn began by say-
ing she was still _in the procees of learning. At first.ehe questioned
the data-collection requirement§\of the job, but she had become-accus—

tomed to the task and had come to realize that the data not only helped

*®

—

her to do her job but helped parents and teachers as well. Jay encour—
] _ )
aged Marilyn to share her feelings with other staff members. Marilyn

was not sure she understood how her work as occupatidnal therapist £it
into the overall project curriculum. Jay noted that her ‘concerns, along
with those of other staff, would be considered as the technical
assistance agreement took shape.
-~

Beginning about 3:30 and for the remainder of the afternoon, Jay
talked with Alan, who had just returned from the cbllege,vanqiSandy.
gay describeo the needs exﬁressed by other staff and elioited additional
cdients from Alan and Sandy. During their far-ranging discnse}on,
.questions were raised about paséing along to new staff members the

knowledg@&~others had acquired from last year's technical assistance.

Underlying the entire discussion was the issue of project continuation
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AY
{
after the three-year demonstration funding ended.

Surmarizing their discussion, the group agreed that the projectis

needs appeared to fall into three general categories:

1. Data handling; more precisely, the development of a format for
storing collected data

2. Staff development; especially for new staff, and in preparatlon
for JDRP review

3. Project contlinuation; especially in two areas, the continuation
of services to children and parents for children who would no
longer be eligible for project assistance, and the continuaticen
of the project as a model for service delivery

After they had reviewed, revised, and clarified for themselves the needs

that had been expressed, Jay said he would look over the'material he had

. 1

obtained and would prepare- more formal statements for use the next day.

’ : ¢

¢ jhd

1

Day Two ’ .

The first item oh Jay's agenda this morning'was a conversation with .~

Anne Newton, one of the preschoél teachers whom he had not yet had an

opportunity to interview in depth. Anne noted that projﬁst,plans called
for_preschool/xég:;ers to work occasionall§ in the infant classroom, a

cause of concern for her since her prior experience had been with older
: <

children. Jay llstened carefully, and took notes on Anne s dlscu551on

of her staff development needs.

"
.

In beginning this meeting?nnnfasked "What would you do, if you were in

Linda's or Sandy's place, about project continuation?" Eloise expressed

concern over her limited involvement with the project, especially since

¢

Project;Co—OP was housed in the school for which she was responsible.

‘She wanted to offer her teachingland administrative expertise to the

' - 76 ‘

: Jay's next appointment was with Eloise ,Jacobs,.the school principal.



-

project so that she could become an ally in its continuation effort.

Eloise believed that recently scheduled monthly meetings with Sandy
Dawes had he;pﬁq put school-project relations on a more positive foot-
ing. Jay asked if he might share her concerns with Linda Voland, the

project's director-designate, and Eloise consented. .

about continuing the project, and she hoped that in making continuation

plans,'the project staff would work with her to incorporate their pro-

-

gram as an integral part of the school's operation. Midway through

1)

their conversation, Jay and Eloise were joined by Jean Sellers, who had

served as project coordinator the previous year. Jean suggested that

the school administration”s main™=emcern about continuation would be its

§!
cost. She thought the project should prepare a detailed cost analysis

¥

of the program components that had been supported by project funds.
Throughout their discussion, both Eloise and Jean expressed the hope

that means could be found to continue the project when federal fﬁnding )

ended.

, Linda voland arrived as Jay concluded his meeting with Eloise and
Jean. Jay was glad to have a few minutes to speak privately with the

director~designate, and to ask her about her feelings conce;pigg the

transition and the project in general. Her principal concern, Linda

that Several other staff members were at a point where a career change
might be expected. Then Jay reported to Linda on his eeting with

Eloise and Jean. He indicated that.there appeared to be an opportunity

T

Having spoken her mind, Eloise said that she had positive feelings

t

-
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~classrooms} and talked individually with Anne Newton and Sue Wilson

:

to develop a better working relationship, noting that Sandy had already
initiated reqular meetings with Eloise. Jay and Linda eXxplore addi-

tional strategies that might help Eloise to be part of the Project team.

Sandy-Dawes arrived"as,Jaxkand Liﬁga were reviewing the needs ex-
pressea by project staff. The three proceeded to work on completing the

technical assistancéiagreement form. BAlan Adams entered the oR?ference

* -

room while théy were working but left in a few minutes, and the new pro-.

ject director, the coordinator, and the needs assessor continued the .
process of m?king decisions about technical assistance for the vear.

{
After reviewing all of the needs expressed by staff members, the

three agreed to limit ‘their discussion to four items of technical assis—

tance: . ' ¢ /

«

1. Assistance in planning for continuation of services to children
and parents when federal funding ended

.

2. A551stance in preparlng -a cost analy51s, with empha51s on the
component dealing with 1nfants and their parents

3. Assistance in developing a format for data management, i.e.,f
student ‘data and parent progress data

4. Assistance in sending selected staff to a JDRP workshop

-

i
During formulatlon of the still tentative technical a551stance agreement,

Jay's experience as a TADS coordinator proved espec1ally helpful. He

wgs able to keep a running‘estimate of the costs ahd‘torlet the others

know whether their requests were likely to oe within availabde resources.
By thls time it was early afternoon, and Sandy and Linda needed

time to att nd to project bu51ness. Jay revisited other staff in thelr

b

(preschool teachers), Margaret Martin (teacher of infants), and.Janice

. — )
Bloom, who had joined the staff in the fall as an aide/busdrivef. Their




- . .

dlscussrons, focus1ng on Jay's previous meetlngs with thenm, conflrmed

that the1r needs had been reported accurately. .

r - ‘

After the children left for .the day, the ent1re staff gathered in

a

the conference room to review the two days work. Jay reported, for
B .

' Linda and Sandy, the results of his meetings with individual staff
) . g ¢

members, in each case askihg the staff member's permission to report’ ‘the

conversation and confirmation that his report was agcuratel Jay also
- ’“ -
sought confirmation from Linda and Sandy that individual staff needs had
1 P / )
" indeed been noted. Some problem solving aro‘nd individual needs
: A S ~ | »

occurred at this time. ' ' ~

- \

’ Jay had several reasons for his careful and thorough d1scuss1on of .

-

_ staff members' needs. First, he believed that the previous year's con-

.

flict during the needs assessment had been due in large part to compe-

e ) 3 .

. tition hetween line staff and administration for 1imited technical
. .
° o
’ assistance resources. Although he sensed that the confllct was not-
present this year, he‘believed a fair hearing of each person S needs

would help minimize conflict during the project's transition period.

Second, he knew that the new agreement would almost exclusjvely serve
. . Y )

administrative needs, and he wanted to demonstrate TADS'
line staff needs as well. Third, he be}iéved that resolution of
individual needs would improve owerall project functi ning and morale.

Returning to the proposed agreement, Jay noted fhat the project's "’

. A
leaders had needed to make decisions about priorities. He then went

-over each item in the tentative agreement and asked for feedback. The )

staff-appeared to be comfortable with the decisions that had been made,

and several volunteered to participate in various project activities

i

J . -
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such as continuation and evaltation. Jay concluded the’ session by ex-

pressing his appreciation foffEHEQieéeQEigg;he,had,been given, and he

congratulated the staff collectively for their fine work.
- S . e
The final meeting of the needs assessment was a brief session Jay

M
a

held with Linda, Sandy, and Alan who had just returned from the college.

¢ [d

Jay reviewed with them the total.needs assessment and affirmed their
understanding of the final make-up of the technical assistance agreement.
. . ) Y :

During their returnrtrip tq'Chapel Hili) Jay tbld_Bill Anderson, the

case study observer, that he felt the needs assessment had g&hé well. ‘He

-believed ghg‘tentétiVe agfeement reflected the true needs of the prdject,
and although it did not address individial staff needs directly, he be-

N T f ) oo
lievedbthe,administrativé staff were alerted to the needs and would deal

. ) - .

with them in a planned way. - r

%

i
/




";, . Interlude

the conference room where they were to discuss Project Co-Op's Memoran-

dum of Agreement’ for technical assistance. Bob M tchell, TADS techni-

cal assisg?ncé'coordinatq; for Project C?—OP, h7é met with Jay Arbéy thél
d?y beféﬁg,_ané he felt he was well prepa}ed td!partitipate ih the dis-
cdgsioh}; The group talked of the needs‘outlihed in the tentative
Bl . J A

ég;eement preg%nted by Jay. The needs appe%?ed to be straightforward,

and TADS staff membgrs were glad that resogxces were available to

° \\
support all of. the stated needs. - { *

The'following”prioritieS'would be incorporated into a Memorandum
'y
of ‘Agreement : . /

s Priority 1l: Assistance in planning for contlnuatlon of project
1 . services to severely/profoundly handicapped children .
and their parents by the public schools

. Priority 2: A551stance in.Adetermining the costs of the pro;]ectq
' services to chlldren and services to parents
Priority 3: Assistance in developing a management system for
project data
Priority 4: Assistance in obtaining:information about the JDRP
‘ process

« 7

Bob suggested that Marti Brown be considered as consultant for

project continuation, Priority 1. Marti had led a similar project

several yearé ago; that project not only had been continued but was

still growing and prospering. She was now“a full-time teaching and
¥
reséarch professor in the northéast but she maintained regular advisory

contact with the project she had started. : //’\\ ”

The group dééided that TADS staff member Travis Morgan would be .
o . - -
an exceldent choice of consultant for Priority 2, cost analysis. Travis




had pcrformed this function for a number df HCEEP‘projects in the past..

Jay Arbey reported that he had already mailed to Linda Voland copies of;

three articles on cost analysis pf HCEEP projects, one of the activities
listed under Priority 2. The articles would be useful as Eackground -

. . i N . ~/ /

material for the consultation.

i

Concerning Priority 3, setting up a data management system, the

group discussed a number of possible consultants. Donald Minton, a .

university faculty member from the same state who was well known in the

fieldwofiprogram'evaluation, was suggested as an excellent resource. .

- ~ ' , ..
Hursel Conway and ‘Bob Mitchell agreed to‘discuss this consultation fur-~
ther at a later time.. Priority 4, learning about theﬁJDRﬁ process,%;as ~'\
to be met~by supporting the costs of onebproject staff member to attend

a small group workshop on JDRP. ° - h
During the next two days, Bob Mitchell prepared the Memorandum of -

Agreement, obtained the necessary TADS signatures, and mailed#the:aqgee— L

-

) . . G - °
ment to Linda Voland for project approval. About ,a month later, after the

holidays were over, Bob received the signed agreement from Linda together

R -

with the preparation forms for two of the priorities, assistance in

planning for continuétion of«serv;ces (Priority 1) and assistance in

developing a data management system (Priority 3). After discussing the
{ .
Priority 3 preparation form with Hursel Conway, TADS evaluation special-
% IR : : b B,
ist, Bob agreed to call Linda to claxify some of her responses on the
. e 2

form before filal selection of the censultant to assi&t the project in

v

‘ ing the d t system.
developing e data manag%nen syst

A couple of days later, Bob met again with Hursel Conway and with

. ‘ L .
TAPS staff members Travis Morgan, Carol -Turner, and Jay Arbey concerning
€y . % . . - * :
'r “ . B . q' : x
) ’ N . : : : 82 .v %mnhQ ¢ @
. : _ ‘ e,
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project. continuation. Jay reported in some detail on the way in which,
the need had-come to be expreesea during the needs assessment. The

. group discussed the desirability of ‘suggesting, to the pxdject that a
public/sthool Xepresentative be invited to participate in the consulta-

‘tion, éince the project, if it were to contipnue, would do so under the

aegis bf tlie public school system., The names of several consultants .,

-
)

were suggested by Travis, Carol, and Hursel to be added to the one Bob

himself had suggested. Jay stated his opinien that the consultantq

should be someone who was familiar with.the type of setting ih which
. & e

Project Co-Op operated. He pointed out that the projectquminietrative

staff were concerned that seeking continuation funding should not- in “any

way detract from the good relationship they wexe trying to develop with

Y

the school system. , .

Since the t;avel costs of 'sending consultants to Project Co-Op
could be relatlvely hlgh for Prlorltres 1 and 3, the group agreed that

the two should be considered concurrently.' That is, if a consultant for

~one activity could be located fairly ¢lose at hand, it would be possible
. o )

to look farther afield for someone to help with" the other. R

Aboht»ten days later, Bob received g call from Linda Voland con-
' ~> I’ . )
cerning possible dates for consiltations on Prioritieg 1 and 3. Bob and ¢

v a

» Linda agreed that the preferred dates woqld be mid-February for data

)

- . . s v
R management and mid-March for project continuation. Over the next-
0 . I ; o '

several days Bdbrtalked'with both Linda Voldnd and Merti Brown concern-

o,

. . . \ * 0 S v
ing Marti'svserbing’éssconsultant for project continuation. Dates for
‘\ . Qx s 7 . N -
*the consultatlon were conflrmed and arrangemeﬂts were made “for the two
[ R . . .

Y to communicate with reach. other dlredtly. qu,also arranged for Donald
& . iy - R K

> . . . . < 4 -
. * 9 ] ~ »
v . 13 . .
. B
.

| e .
. . ¢ / o
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study.

-~
y

-

2

Minton to talk directly with Linda about the data management consulta-~

1
)

tion. Linda reported the results of that conversation Q.coyple of weeks

'

later. She had met with Don and with Terry Price, whom Don had sug-

gested as the consultant._ Since Terry's participation was agreeable to
boti» Terry and Linda, Bob asked Linda to make the logistical arrange-

ments directly with Terry and to let Bob know when the consultation date
. ] .
was set. Two weeks later, Linda called Bob o say that Terry would

arrive at Project Co-Op the next day. Linda had just remembered that
1 N

- she had neglected to notify Bob of the arrangements she had made. After

- .
her call, Bob immediately called Terry to confirm the consultation ar-
. , \ -

rangements and to obtain Terry's permission to“participaf@\in the case

. . ®

- \ .

.

Now, thought Bob as he signedethe letter of confirmation to Terry,
¢ ‘

-all of his arrangements were complete for the project cortinuation and

v

re " X _ ’
data management technical assistance. Arrangements for cost analysis

. and JDRP could come later.

L]




On-Site Consultation: broject Continuation

2
\ !

rs . .
* Day Ohe , . - ' —

Marti Brown looked forward to her two-day visit to Project Co-Op;

» N

the project was in a position'she‘rémembered'%gdle Midway through their
' . - o ' : w '

funding cycle, Marti_and.-her staff had faced a similar need to reach

some early decisions about projegt ¢ontinuation. Yesterday Marti had -

discussed with Sandy Dawes, Project Co<Op's coordinator and a teacher of

! . .

infants:%a proposed agenda she had received froﬁ Linda Voland, the bro—'

* . n

ject director. Marti had suggested some changes, princ1pally to mini-

mize the time she would spend in 1ndiv1dual meetings ‘with project staff

She was afraid that_program concerns curriculum, and the llke would be-

“ .

come the focus of individual conversations and, although those were |

o

tOplCS she would 1like to talk about her purpose in v1s1t1ng the project

Was somewhat different. She hoped she would be able to focus-staff

discussions on a series of questions:

~ .

What is meant by continuation of Project Co-Op, and what are

¢ its parameters? . \ . A
Does continuation mean brinlng a new philosophy to the schools?
Does it mean staff emplo nt? Curriculum materials? Some of
eaCh') ' g * )

A

The eariy part of Marti's agenda called for meetings with staff in small

groups and individually, if necessary. These meetings would provide

Marti with detailed information about all aspects'of project operations.
. . ;

*

‘ She wanted to create an accurate picture of the'components so she could

LY

help the staff, eSpecially Linda and Sandy, formulate approaqhes to

4 continuatlon that: would have the best Chance of. success. +
- ©

The first session began shortly(after 9 6'clock "in the“conference

-

ERIC R SR
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parents of project children and with labels, such as "retarded," that !

U O . ,

2
raom where Mgrti met with Margaret Martini(teachqr of infants), Marilyn

A

Qreen (occupational therapist), and Sandy Dawes (teacher of infants and

project coordinator). The positions occupied by these three, together

with half of Linda Voland's time as project direétor, represented the
v : . - . _ .
bulk of the positions funded by HQ@EP and, t@ﬁrefore, the portion of the

program for which continudtion funding was needed. For several minutes

- -~

Marti asked and received answers to questions about where - the proiect

- . @

children came from, how many (especimlly infant's) were enrolled, what

days of the week thdy came to Oak Ridge School, how groups of children
kS . - A 4

differéd, what staff members held whag project respongibilities, and

- - . " . . "

what addi;ional services {e.g., speech and language therapy, social ser-

- -

vices) were available. Marti also asked how the staff dealt with

v

~

- 4 ’
were often heard applied to such children.

-~
.

Jean Sellers, former project c?9rdiﬁatot~and now a member of the .
school system's administrativgagfaff, joinéd the grogp at ©:30, bringing
with her a graduate Studenélintern attached éo her office. Marti

. T~ . por )
qgickly brought Jean into the conversation by ‘asking about ‘the overalil

management of handicapped childrea in the school szstem. Jeanadescribed\'

the placement of children with différent-Handiqus at different school

‘sites. In response to Marti's questions, she traced how the_children

werelcared for 'and where. She pointed out that school eligibility rules
. Lo . X ’ a .

did not apply to.the birth to 2-year-oldipopulation, and notedﬂthat

Public_Health was the agency mandated to serve these veyy young children.

2 . A

As Jean responded to Marti's questions,-Marti sketched out a profile in
0 ) ] -

_schematic form of the ways children were served %n the community. o

' - e
| 8
'

.8

<
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When Margaret Martin and Marilyn Green ;eturﬁed to their classrooms {/}

= .

at 9:45, Marti continued her discussion with Jean about possible sources

- n
~ ©Of continuation funds. She described her experiences in-the project she

directed, and Egld of how personnel had looked carefully at theirAap-

3 . .
v 3

proach and what theyQ:ere doing in preparing_to continue beyond the

demonstration period. Jean noted that historicélly.the public schools
- . . 4
- had always picked_up- specially funded projects, but the system_was now

.

facing an eqéhomic situation that made it necessary for Project Co-Op to

J.

have the type of help Marti was providing. Their discussiqn contiqupd

'for another half an hour, with occasional comments from Sandy.about what

might be possible with respect to continuation and the attendant

l .
ramifications. "

L]

R Linda Voland joined the meetihg, as Sandy left briefly to see if

' parents had arrived for a special session of the supportﬁ@roup. Marti
. i . R a )
continued to review her own experiences, and pointed out that the prin;»
-
; ] ) Y -

. "
cipal question her staff had asked was "What is quality service, a ' how

;s it digtﬂg?uished from quantitative meé%ures?" Mérti éuggested this
was ;’éﬁestién for ‘Project Co—Op'tbkpursué as well.
At 10:40, al%'of the memsers of the parent support g;oup”had arj;
. rived’ﬁdr thejr meeting. Before the staff 1eft, Marti was introduced -
M agd ga&e a brief talk, encouraging the parents to participate in
fnfluencing‘continuation of the pfoject.° _ l | #
After visiting éomentarily in the infant class,“&arti, Linda, and

N .

- Sandy moved tov;he projatt office to continue their discussion, includ-

ing some minor changes*to*ghe‘agenda.Q'Linda was anxious for th rest

of the staff to hear from Marti about the” project she had difeéted, #Bd

-~ 2
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they agreed to agenda changes making that possible. .
The three continued their discussion for the rest of the morning.

First, Martitievieweg,what she sensed to be the realities of the situa-

tion, what the real costs were, and what it would be reasonable to expect

the scChool  system to absorb. _Once aaain she asked what was meant by con- .

tinuation. Linda's and Sandy's responses were in terms of pedple; what

o L e
staff members. would need to be picked up for the projé%t to continue.

rd
Marti also asked in a rhetorical sense how the model could be continued.

She noted the similarity between her experience and Project Co-Op's with
respect to what had ¢ be picked. up, and reminded them of Jean's state-

ment on the hisﬁéry of continuing projects lobaliy. They all agreed

- e .

that the:qlimate underscored by the current’ economic situation was @if-
ferent frqm the, circumstances preseént when the project had been planned

two years before. They concluded the morning session with a considera;
L 4 - »

tion of pglitical strategies that might be workable and strategies that

might make project continuation possible.without additional funding
- Q"r -
from the [8chool system.

i ’ - . . . . : .
After {unch, Mgrtf, Linda, and Sandy began their afternoon sessioy
. =~ &

N

by reviewing the services to children and'parénts already provided by

the schpol system and those addéh as a ;?sult ?f‘tﬂe prdﬁecfjs work.
Theyib ;;nfto explore str;teqies for'desefibing project acti;ities in
.comparison to'thelactiéitie; already provided by the school system:
' Mérti’guided the'Aiscussion b§ asking questigﬁs that would ;ompare pro-
jectaacfiviéies Qithéihose of the school system. She,aléo asked.how

s and her skills couldrbe brought into a closer working re-

th the project.” Lengthy consileration also was givéh to
. - R
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the make-up of the-+advisory council and how that group could be enlisted
to help with continuation. From time to time, Marti stopped the dis-

cussion to review where they were in their thinkiné and which agproaphes .
might best influence the school ‘bpard and administration. |

The afternoon's discuw$sion concluded with an exploration of addi-

N -

tional alternatives for project continuation, botgunding and adminis-

t¥ative considerations. For. example, the possibilrty was mentioned that
‘
\ 4
EPSDT funds might be available, and that some of, Sandy's coordination

duties might be gradually shifted to Eloise Jacobs, the schooL princi-

. ~ . ’
pal, during the last jéar of the project. o \

.

K That evening, Marti attended a meeting of the projéct's advisory

. N v
council. sShe was introduced by Linda Volahd to the group which con-
sisted of a parent, a representative from the State Departme of Educa-
tion, and a physician. Project staff attending included Margaret Martin

(teacher of infants), Marilyn Green (occupational therapist),” Linda
Voland {project director), Sandy Dawes (teacher of infants and project
. »

coordinator), and Eloise Jacobs lprincipal o} oak Ridge School). Linda
outlined fbr the group the purpose of Marti's visit and the anticipated
D

-

.~ outcome€s. In a brief presentation, Marti reviewed what she considered
. v ] .

to be the importance of constituent groups such as parents and advisory
councils, Sheisuggested a number of strategies.the council might adgpt.

v

The group became animated over the pOSSlblllty of additional funds from
" A i’ '

the state that the Department qQf Educatyon iepresentative reported might

ﬁgﬂgvailable to assist in continuation. This was new information for 7

C

+ all of them. - The remainder of the meeting consisted of a wide-ranging

question and answer period in which all_ Barticipated. A’ -
' ) -
~ . ) . ) &
P e , R f . . i
. ~ . .
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&  Daymwo o o, %

Marti met-at 8 a.m. with project codrdinator/teacher of infants

:

. ‘ Sandy Dawes, teachers Sue Wiison, Anne Newton, and Margaret Martin, and
. 8 ! Y

N

.occupaﬁional therapist Marilyn Green. buring the hour-long session,
i - . £

Marti desgribed at length the project she had directed, including the

] : . c .

. R ™~
setting, the children and parents involved, and the curriculum approach-

es. She illustrated her fgmments with case examples and answered

numerous questions frOm the staff. ' ~

;,'.":

After the staff left for their daily classxoom duties, Marti met
. . ' ' ) '
with Eloise Jacobs. The two reviewed the advisory council session  and

. discussed approaches to -continuation. Eloise noted that she had never

- - 7

©

before "had tgebe political in seeking continuation of projects, and ex-

_ pressed some concerns about that role. Eloise.then led the discussion

. into consideration of the concept of least restrictive environment (LRE)
f - . L
o

¢ .«- for handicapped ¢hildrer. She felt that all was beinyg -done that could
¢ : .
be for most of the children aftending her school. She'suPported the

LRE concept, however, and had ideas about héw it copld Be accomplished - o
. . . . /. . N A‘ ! .
better. Marti and Eloise exchanged thoughts about the possible conse-

‘quences of LRE and Marti suggested strategies that might overcome® *
. A . ‘ .

- v

Eloise's reservations, Marti attempted to shift“the-discussion to the
?' N v

' 3
political strategies required for continuation, but Eloise wanted to -

‘pursue LRE further. Eloise noted there was a need to addréss the issue

¢
-

of school staff's feeling they were the only'pnes who could deal with

~ ’ N - v,

. : to . : ;
. "theirf\children. She thought this was a largely unconscious effort of
B : oo . - e ) : z
N )staff tof"protect" the children, but it was an issue that required )
. > L Ce

) resolution before- further'LRE could take place. Durinb this conversation,

) . g ot \ 4

. ’ .v ’ . . ' ' :
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Eloise asked Marti for a rationale concerning programming for birth to

£

%—year-olds in LRE settings.

» Jean Sellers joined them at 10 o'clock and Marti suggested it might

-

> be possible throughout the school system to pursue LRE. first with

. § \ ) . LS
severely and profoundly handicapped children. Jean said ske didn't
(- Y v
think principals would accept the idea, and noted that state regulations
!
were somewhat passive; if parents wanted LRE for their ch;ldreﬁ, the
r

children could ieave‘a center-based program for integrated classes @na
7 openings had to be provided. Midway in the discussion, ‘Eloise left to
K e ; Pl

attend to other‘duties.

~ -

Linda Voland, the project directo;, Joined Marti and Jean at 10:30,

5 \

and introduced Arthur Andrews, the school éystem's assistant; superinten-

dent for special education who was Jean's immediate supervisor. Reply-

ing to,questions from Arepur and Jean, Marti reported informally on
elements of her project. At'Lindz*s request, $he discussed a study'on

the length of instruction time actually provided in 2%-hour, 4-hour, and

o

6-hour progr . The study had revealed that the actual amount of in-

structional time remained apout thérqame for all of the programs.

[y

There followed a lengthy discussion about funding and cost-=per-child
issues. Marti féported the sﬁatement of the representative from the

. . . . . .
State Department of Education concerning possible state funds. Both )

7 » .
Arthur and Jean were surprised and qugstioned the accuracy of the state-

13
‘

ment, since neither had heard about it before. Comments were made about

~
4 [

what might begpossible for continuing Project Co-Op in relation to other

establishéd projects within the school system. ! -

Marti shifted the discdssi%n tao the LRE issue, offerihg suggestions
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on how to break down barriers to more positive thinking. She ingluded

comments that led to a brief exploration of values related to LRE.

4

Through asking direct questions concerning the issue, Jean shifted the

discuSSion to the problem ‘of project continuation. Alternative locations

for the program were considered. Qn the‘subject of private funds,_Arthur

reported that the school system already used private funds for some pro-

I3
<

gram8, including special education projects. Tﬁroughout the remainder

of Qhe morning session, Marti was particularky supportive of the efforts=—
- N : V‘ V ‘ : » “ ,
taking place, while at the\same time keeping gentle pressure on for more

s ! .

creative'thinking;on\the subject of coptinuation. -
Following a break for lunch, Lirda, Sandy, and Marti reviewed the

-discussions that had taken piace over‘the‘course of the consultation,ok

with Marti focusing the:conversation on‘five'major issues she hadzgdenti-

-~
. v

fied: - N - ) g
- 1. The need for proiject stat§\to define “their concept of continu-

ation “‘more precisely. The question remained, continuation of
what? ' ’

2. he need to develop a plan for involving the school system's .
administration in preparing a process for transition of children,
in-establishing intake procedureés, and in standardizing project
staff roles in relatlonship to the rest of the system

3. The need to establish the number of children to be planned- for
- under the continuation, so that decisions could be made gboutf
what model adaptations were possible. ' .

4. The ﬁ%ed\tqfaefine the role and make-up of the advisory council.

.

5. .The need to identify local, 8state, and private funding sources ,
’ that might be tapped for support of project continuation.

iKY

As a result_of the two days' discussions, Marti had charted the ad-

. »
. . - . i

ministrative structure of the school system, and using that as a guide,
she raised‘questions with Linda and ‘Sandy .about which administragive or -
: 4 e

<




. program element in the school system they wished to 1dentify with in(the

- future. Sée pointed out the parameters surrounding project continuation

*
. .

for both the birth to 2-year-olds'and the 2- to 6-year-eld group., ‘The

’

N ~

parameters included.service level and intensity, staff (who and how
many) , philosophy, and model (inclqding curriculum, data'collection,
criteria for students, and Parent invo%:ement). Marti emphasized the h

importanCe of deciding what was acceptable and’what’wasn't with respect

1]
to the parameters. She also cautioned about pOWer issues that might : -

o6 })arise‘when the transition from the project s present statys as-a demon-
stration program~to an ongoing school-system service took place. \‘ ,
0

Marti gave Linda and Sandy an opportunity to review other issues @.

. that had come up during the consultation, and suggested that they iden- -t
tify both restraining and faCilitating forces that. might act upon their

A - ability to move the project forward as they wanted. The discqgsion

ckncluded with a look at Ahe time, frame required for completing various °

B

tasks and making needed decisions relative to pProject continuation, . '

including deadlines that would heed to be imposed. The group parted

N P

with expressions of appreciation for the consultation.

9
o

_ On the drive to the airport Marti reflected on thé events of the

.

two days. She was generally satisfied with the .pessions and was en-

-

‘couraééd by the dedication and competence of project staff. She hopM

-

that what she habro::?ﬁed would be useful. She.gave some Ehought to i

whether she shoqld ve .been more directive in helping staff develop a

point-by-point plan of action. After further consideration, however,

she believed her conscious decision had been correct, to go only as far

,;as he}éing the group structure alternatives and raising questions that -

” =8
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needed to be addressed. With the background they) had now, the staff
members themselves wefe_equipped to develop their)own approach to the i

problems of project continuation.

0 . C,




On-Site Consultation: Data Management

Bob Mltchell was reviewing his notes on Progect Co—Oﬁ*s data manage-

ment consultatlon Bill Andersonr, the case study observer, had not been
. . ) 1 ) ) oL

able to observe the data management consultation, and Bob was to meet

with Bill in a few minutes to Wrief him on the project's technical

" assistance for this need. & °

-

Terry Pricé had reported to Bob that he met with Ken Stevens, ‘the .

‘project'evaluator, for one day.in February to review the types of data -

-
.

that ‘had been collected by the plO]eCt over the past year and a half

. .Ierry‘had found there was cons1derable 1nformatlon avallable, and- he f
' . Q. -
left the first meetlng with copies of project ﬁorms contalnlng basellne*
. ‘ W
data, 1nterventlon data, and’ follow—up data for both the chlldren s and

parents' ;nvolvement component ‘ f the'prOJect. . Over the next few

weeks, Terry‘had devéloped a for at:for summarlzlng .the daily chlld and

LIRS
« & o

parent record data in a cons1stent manner. He had also prepared sug—

gestlons for stat1st1cal procedures to be tsed in- analy21ng the data, o
and, had 1llustrated the. prOCedures ‘with dummy data. - b \ ' -

. On Aprll 9th, about six weeks” after the1r f1rst meetlng, Terry ‘had

b

spent a second ddy gi:h Ken golng over his recommendatlons. Terry also

AN -
[} B ~

' reported that he had,a later telephone conversation with Ken concerning

~

some‘detailed applicationg of:the statrsticaluproceduresr, He.expected
to follow up latﬁr to see'ifufurther assistance was needed, (.

; ) This was the frrstltime Texrry had served as.a TADS consultantg and

his reaction was quiteifavorable. He was compirmentary about h1s con-

. . P

tacts w1th TADS and exprgssed the oplnﬁon that TADS had done a good

) ~’

'Job of follow1ng through w1th,rts respons1b111t1es to h1m as consuitant .

. N . —-— L . . N s . ]

B ) .
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" Interlude -

The Project Co-Op consultations on project continuation and datay

management had been cbncluded; and Bob Mitchell (TADS technical'assieu
) . ’ r . 1 .
- tance coordinator for the project) noted with satisfaction that both ~

.

consultations appeared to'?ave been successful. Comments on Linda  »=

§

. 3 ’ ' 3
Voland's (project dﬁLector) evaluation forms indicated- there had been a
) : : . v - »
good match between the consultants and the projectlin both cases. The
consultants seemed/ o have truly understood the needs they‘here‘asked to
address. The project's perceptions of the degree of suc€§ss generally
) \ ~ . - :
* . ‘matched the oplnlons expressed by both consultants., Marti Brown and -

°

» Terry Price.~ To be sure, both the consultants and the progect d1rector

3

o

had expressed some concerns about "unfinished business," but Bob“nébo -
. I cog

A4

<, _nized these observations as healthy profeSSional discontent about.neﬁer

R4 ®
. -

&

. qulte reachlng 100% of the goals 1ndlv1duals set for themselvesf

. .
- <

’ - With'those two consultatigns behlnd Bob set his focus on maklng the
ot necessary arrangements for technical ass1stance to meet the two remaining’
’ 'g - .J N
needs set forth in the Memorandum of Agreement: Ctost analysis andu?re-

b ‘.

v

. , . ~ : o ‘
' paration for JDRP review. Initial plans had called for the two-day cost
< L . b ) -

° -analysis consultation to-take place'in early March, abut Linda and BFb

i

/i subsequently had agreed to delay the-sess1on because of 1ts close prox1—

-

mity to the consultatlons on project contlnuatlon and data managem%nt.

[ . s . : !

. \\\y The cost analysis consultatidp was‘delayed until May.20th and was Jhanqed
v ; to a one-day session. ‘ ' . ¢
. Now it was early April, and Bob met with Hursel Conway (TEDS evalu-

AN

)

i i
o ’ . b v ’ . . o ! O . |
original plan had been for a project'staff member to participate|in a .

. _ . . |

ation spegialist) to discuss options for meeting the JDRP need. ifh
¢ |
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small group mecting with persons from other projects with a similar'nged.

"

However, there.were no other HCEEP projects interested in such a meeting
. : N ‘
this year, and it appeared to both Hursel and Bob that two alternatives

could be offered to Projéct Co-Op. One was to arrange an individual
session ﬁo'obsefve the Panel, with'one or two TADS evaluation special-
ists and a representative of the Office of Special Education (OSE). The
other alternative was Eo provide w?itten iﬂformation-thgt the project T

. staff could use as background material to bégin learning about JDRP.

In a phone call to Linda-Voland, Bob learned that the Project was

~ . .

still very interested in JDRP and wished to attend a Panel session if

.

.9 .
possible. Working with two TADS evaluation specialists, Hursel Conway

)

and Mary Smith, Bob now made arrangements for Hursel and Mary to6 meet in

-

Washington, D.C. with Linda Voland (project director), Sandy Dawes

'(pro;ect coordinator), and Ken Stevens (project evaluator). These TADS
i
and/project personnel would observe a JDRP.Panel in pProgress and talk

ut the process-in more detail. They would also meet with Susan
weeney of OSE. A date was set in early summe;Jfor the D.C. meeting,

and Bob and Hursel” agreed to divide responsibilities for making

:

arrangements for the trip and the \consultation.

ERIC ’ | :
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On-Site Consultation: Cost Analysis

[y

It was early June, three weeks after Travis Morgan's visit to

Project Co-Op, and Travis was Hescribing\his cost analysis consultation
. -~ 4 N

for Bill Anderson, the case study.observer. Travis reported that he had

“called Linda Voland two weeks before the consultdtion to discuss the

nature of the technical assistance need. Linda said she had read tﬁé
articles Jay sent her in December but would have to read them again be-
cause they had become "cold." The two also discussed several matters

relating to the development of a cost analysis, including identificati%n

of the audience to.receive the information (the local school system per-

‘sonnel would be principal recipiénts), the most logica} way to break
down project comﬁqnents for analysis, and a summary of available data‘
that could help in the analysis.

\

‘Although this had been his first visit to Project Co-Op, Travis had

3

read ‘the firit year's case study report and, as a result, felt he prob-
ably knew more abbut this project than many others he had vigited. The

knowledge had no appreciable effect on the consultatién, he reported,
. ’ ' - ’ .
but overall his prior knowledge probably was an advantage, particularly

during the more generalized conversations that took place with staff

members during the day.

2

Travis said he had assumed the visit would be similar to other con-

sultation§ on the same~topic,‘and so he had shared a topical agenda with

.

the staff. He soon realized, however, that' the agenda would not be fol—
. t Q 0

lowed. 1Initially, rather than degling with development of a cost

analysis system, the discussion became an extension of Marti Brown's

project continuation constultation. The

/ f
entire morning focused on

Y -

-\
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/ R ’
strategies for approaching “he school system about continuation.' Staff

concerndfocused on the infant program component. This was understand-

s -

able,. since tﬁé Prxeschool component was élready supported by thé.puglic )
) ' :
schools. \

The afternoon discussion had centered on)organizing a continuation
. ‘ 0

v

Plan. During this(time, Travis noted, feelings were expressed by staff
about the inte ’ty of continuation--what were felt to be the minimum

elements required for project goals to be sustdained. Travis sensed that

there was staff willingness to congider altering the program so that it

- s

became entirely a home-based effort. Parent involvement, perhaps the )

ar . v

most important feature of ?onecthcd—Op, could then be continued in

substance. * '

Travis reported to Bill that the discussions resulted in his making

several recomméndations. The first concerned the need for staff to

r
.

conceptualize alternatives for continuing the infant program so they

could judge what would be feasible From both prdgrammatic and cost per-
/ . - -

spectives. Acceptable options could then, be presented for school system

consideration. A second recommendation was to identify additional fund-

- Ll

ing sourcegﬂwhich could be shown toéether with the alternative pians. ;

Third, project staff should propose retaining the coordinator's role, at -

\

least until the infant progr%m‘yas well established. His‘fourth fgcbm1
mendation involved demonstrating cost ef?ecziveness oé the infant. pro-
gram in specific ways. Fifth,.ge recommended that stgff consider. -
proposing that the scﬁools begin suppérting the infant téachers' salaries

A N Lt .
during the third year of the project, using state reimbursement funds.

Finally, he suggested that the third year of demonstration funding be

-

ERIC S
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.

used to make needed changes in the infant program prior to the assumption

-

of its support by the school system. G

"Travis had repeated his recommendations more formally in a follow-

. e ) ) . .
up letter to Linda, He also iné%uded in the letter recommendations that -

3

the project form a continuation funding task force,,which could take.the

‘ v

lead in planning and implementing a campaign for funds and which would

_allow the staff to remain in the backgroundsfthat staff investigate ’ -

budgeg preparation procedures and timelines ggf fhe school system's .
w

N -

1982-83 budget; and that Arthur Andrews, the school system's assistant
. / g - '
. . superintendent for special educatioh, be involved in the development of

) ,
continuation.plans. - ) ] <

In reviewing the %}sit with Bill, Travis expressed the opinion"thht

although the technical assistance ég%eement's statément of the need did
. . )
-y

not appear to be.an accurate statement of the project's needs at the £

v
~ .
b

J .
time of the consultation, the discussions had left the ‘staff with a .

iy

structure for cost analysis. Recognizing that the content was similar

o’
to that of Marti Brown's consultation, Travis- nevertheless thougpt that
B >
new ground had been covered. The project staff had appeared pleasgd ard .
’ ; A " »
seemed to get a notion of the "Qitty gritty" strategies needed fozfpro— ,
. o v ) '
‘ : viding for continuation, along with the political dimensions involved.
4 i v
* T . ,
Travis planned to follow up his visit with a telephone call to see how
. . : \ . , :
things were going. . T B ? .
-~ ( 1 ,
- Y %
. i , ‘_1()(} .
b
~ ¢
Q . ¢ 2 )
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Off-Site Consultation: Preparation for JDRP Review :

¢

v Hursel Conway's f1rst telephone call on Monday mornlng was from .

)

B{1l1 Ander%on, case study observer for PrOJect Co-Op. Bill was anxious

"

to hear about the trip Hursel and Mary Smlth had’ made'to Washington the

.
»

week before, when they Jolned Linda Voland, Sandy Dawes, and Ken Stevensg

‘'
3

in observing the Joint Disseminatitn Review Panel (JDRP) process.

N

> » - . ‘
Hursel reported that prior to the JDRP session, the two TADSQEQQ}uation,
. ) . ( | —_
specialists had visited €he project brlefly, and then they and thé\three

proJect staff membe}s had traveled to Washington. "’ The next morning they

. a !

net w}th Susan Sweeney of the Office of Speoial Education (OSE).’ They (

*

had'talked about sofe of the 9DRP requirements in relation to overall

project goals and had learned aboqt Potential OSE isvolvement with the

- - ~

Process, should Project Co-Op decide to plursue JDRP approval.
]

. , ¢

. From there, . the gfoup moved on to the JDRP meeting, where two pro-

- .
t . »

jeéts were scheduled to present results of their program evaluations.

In Hursel's opinion, the principal gains from attendance at the session

- n o
were that Linda, Sandy, and Ken had an opportunity to see first»hand
‘ r

§
how the Panel operated, to hear the kind of questlons asked of projects
appearing beforé the anel and to ogserve the types of data presented.

They were able.to observe “hew Panel members were helpful to the ﬁ%&w

Jects being reviewed, wh11e at the same tlma 1ns1st1ng that the quallty ‘
4

of the materlq; presented meet strict standards. At the end of the

’JDRP session, the group met again with Susan Sweeney of OSE to d1scuss

R

what they had observed. : P .
QHurséxl reported that he and Mary had discussed with Linda, Sandy,
. ‘ % R .
r ‘.

. . .o ‘ % L
and Ken what would be required for Project Co-Op to gontinue to work

|l

R

D




1 . . .

°

on preparieg for;JDRPﬂfef%ey. Among the questions formulated b{ the.'; 7
group'were: , | »
) ﬁre there adequate project data available? : ' ;
How much time will be requlred of staff? ) - )
Which staff‘members'todﬁd.pe assigned major tasks, involved in d
preparing to submit the project for review? oot 7)
What additional professional help would be: required?™’ - .
What was a realistic timeline to develop a completed submlsslon !
: prior to the end of the third year of pro;ect funding? i
The trip to Washlngton, Hursel beileved had provided Projett Co-Op' , h
staff members with an awareness of what was required, as well as raising -:
'a‘ﬁumbeg of lod?stical queetione related to the pfoceés, The angwers to o
those, questions would come after'pioject staff'héd time to gons;def them .
wheﬂ they returned home. Befdre answerin§ them, however, the Co-Op
staff realized a more basic q:estien neede? attention:"v A
\Whet are the advantages to Project CojOp, in the long ruﬁ, of e .
JDRP approval? . . ' .
Hursel and Bill concldaed their tele%hOne conversation by.ag;eeing N /

that ﬁhey would both look forward to hearing what decisions the project
Ty ..

reached about seeking JDRP approval : , : o - .

A T -~

4 * -
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Interlude _ ' '

» s
The academic year was over, and Bill Anderson was inﬁérviewing*Bob

Mitchell, TADS' coordimator, before his final visit to Project Co-QOp in"

prepara;ion for writing his case study report.‘ He had read all of the

S

evaluation® reports written by project ‘staff and consultants on the tech-
4 ‘ o )
.. nical assistance events, and now he read the End-of-Year Survey -

N '

completed by Linda Voland that Bob had just hande to him.

o

° . Linda reported that TADS had contributed a great deal to the pro-

0

ject‘s'proqfess in the four areas of technical assistance. She believed

¢ . TADS' most significant positive impacts had been in the areas of Project

documentation and record-kégping; planning for project continuation, and

’

-

Overall, -Linda rated her satisfaction with the’year's technical assis-
tance as "excelleht." She conclyded the Survey with the comment :

Ny .

¥ The TADS people have beenlaonderfully suppprtive of my role in this
first year and helped ease my transition into, the directorship.:
The consultants they provided were ‘excellent and have made a sig-
nificant difference in the operation of the\project. I have#ap-
. preciated their role.and look forward to another year of assdcia-

tionﬁ with them. . _ . ~

' .

: g . ' .
It had been a fairly straightforward TADS/project relationship this
. B N . -
¢ Yyear, sald Bob. His.involvement with the project had been routine. A

<

number of HADS'staff members had beéh assigned to provide technical

assistance,;in addition to two outside consultants; but Bob did not

R

consider this unusual. The nature 6f,the‘project’s\ngeds’were such that,
0 - 3 - |
. the required expertisé was available among TADS staff. All in all, -Bob

>

thought the project's needs had not been difficult tg‘define, and he
. - ' + .
believed the project had received™satisfactory assistance from him and*®

- M -
v
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from TADS. Bob was pleas

/

Project Co-Op had gone so well.
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Bill Anderson had just arrived at’ ak Rldge School for hlS final

A\
meeting of the yeé% as TADS case study o) server for Progect Co-Op. )He

was greeted by Sandy Dawes, project_cobrdinator,\and Ken Stevens, pro-

ject evaluator. For several minutes, Sandy, and Ken chatted about their
. ‘ b

N

work since Bi}l's last visit and about some of the chilaren and parents
*  whom Bill had come to know ovlr the past two years. When they met with

o

. Liinda Voland, the preject director, in the project office, Linda brought

.

Bill up to date on recent project activities. Then the greAp turned

. their attention to the effects of the year's technical assistdnce from

! -
TADS. o / . ‘ -

Overall, their reaction was positive. There was some concern ov&r

° . . .

the need to compress the four technical assistance activities éLto a
i S N
relatively short‘beriod of time, from mid-February to mid-June. They

believed it might have been better to spread the consultations over a
longer period. The group suggested that an earlier date for the needs

-

assessment might be helprl for second- and third-year projects, and

Bill noted that this was in contrast to the project's belief, during the

first year, that the needs assessment had come too early}

! 4

A number of actions had been taken following information or sug-

\

-gestions obtained from the technical assistance events. For example,

“ : - .o . . -.! °
Ken had been able to test the data management system developed by con-

sultant Terry Price as part of an assignment for a graduate course he

’« \ .

hagytaken during the spfing semester. Ken shared with the group some of
& the computer prlnt out materlal already produced, and 1nd1cate€/that the

gystem seemed to be working well.

v o - . -
\)‘ Pl ‘

CERIC




/" Another project act1v1ty was enlargement of the advisory council.
Plans had been made to assemble th( grbup séon to define their role more
explicitly. In addition, sevéral persons had.-been jdentified to serve !

" as members of a task force on continuation funding. N

Sandy, Ken, and Linda had all attended the meeting in Washington,

EY

D.C. to observe the JDRP process. They agreed that the opportunity to
. 1

v

observe the Panel in-action was exciting. - Ken was looking.closely at

[y
Kl

\ *year—-end project data'that had just become available. The resultS\of

the data analysis would have a great deal of influence on their decisjiom

-
-

about, whether to pursue JDRP approval. ‘ L e \
. \\ - ) N “\
Project continuation was the major focus of téphnical assistance\ »
’ " g \‘

. Y : . . .o . |
ddring the year, either d1rectly\or indirectly. Linda noted, however,

» [ 3
that continuation depended in large measure on school-system de01s1ons,

over wﬁich the prpjéct had little control. For example, at present the
v :
school system's administration was ‘considering alterrative uses of Oak

Ridge School, such as making it an early childhood center. There had

been a time ln the spring when, Linda said, she had sensed feelings of

ambivalence about the direction the school system wanted to take with

» . ¢

Project Co-Op; but she believed recent feedback was much more positive, ‘

» N ® K .
\ especially from Jean Sellers. 1In addition, Linda thought her meetings

- +

on several occasions with Arthur Andrews had been worthwhile. As assis-

S

tant\superintendentxin charge of special education, Arthur had been
able to give Linda information on preparing budgets, including schedules
. Lo d 4

.

°to be followed, and facts and figures related to methods. used by the
: . .

school system in estimating costs. Lihda said she wouldn't have known

to ask for this information had it not been for the technical assistance

.

y o

- T LY
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/
. / . LI .
‘ the project had received. She was following other recommendations by N
/ ' .
// . < )
«trying to determine ways to turn over_somé of the project's oPerations
. 3 o l -
to the 7éhool system at®an early date., One iteim (administrdtive trans-
/ )

fer oﬁ/the project's infant teachers Eo.the school system during the

‘ ¢ . .

third year of demonstration) had been explored; however, the length of
[ _ .

tinme fequired by school-system procedures to make the changes méant that

is could not be accomplished before the pext school year began, and

P
the idea had been dropped.

The final topic the group disbussed'was changes in project persop-

[ .

nel. Sandy Dawes had béen offered and had accepted a graduate. fellow-

. ) .
ship at a university in another state. This was an opportunity to

LY v ' ~ ' b

undertake doctoral studies that Sandy could not refuse, and she would be

¢
-

[4
leaving at the end of the summer. Linda and the project staff had

v

diécussed what personnel chang®s would be required when Sandy left.
They had agreed that Sandy'seﬁ?ies as project coordinator. could be
divided between Marilyn Green (occupational therapist) and Ma}garet

Martin (teacher of infants). BAnother .teacher of infants would be

employed to replace Séndy's half-time teaching responsfbilities, and

a

in fact, a likely candidate had already been identified. The staff
believed this arrangement would leave the project in a strong‘bperating‘
position for the third Qéhonstration year. It would also ®acilitate

- “the project's transition into the school s&stem, if continuation was

- !

. the decision finally reached. ’

-
~

As they ended their meeting, Bill thanked the group fox their
* \
cooperatioﬁ. He expressed his appreciation for the work they were doing’

and said he believed he now had all the information he needed to write
o .

?

. his second year's report on the case study of Project Co-Op.

I ?

. i
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THE RESULTS: A SUMMARY OF THE "LEARNINGS"
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In Section 1, four’ questions were listed which prov1ded the frame-

P .

work for the case study and guided the observations. The questions
¢ were:
1. What cliént characteristics affect technical assistance?

' 2. ~What technical assistance prOVider characteristics affect
the technical assistarnce?

v
-

3. What characteristics of the technical assistance events
themselves influence the assistance?

4. What are the outcomes, effects, and/or impacts of technical
assistance?

.
r

It is the purpose of this section to provide answers to these questions,

*

based onrthe csse reperts, for this second year of the study.

+ In the first &ear of the study, emphasis was placed on identifying
the characteristics of the clieftts and the‘consultants who nrovided
technical assistanceia For the second year, eﬁphasis was placed on the

consultants who provided technical assistance, the TADS coordinators

who arranged and facilitated each technical assistance service, and the

¢

- otechnical assistance sérvices themselves. The intent was to obtain for
Ot each question more in-depth information which could be summarized and

synthesized when the study was completed.

a
o

Before proceeding with discussion of the results, several cautions

must be noted. First, the observations were confined to two projects
in their second year of operation, a sample that does not permit

generalization. Second, as a result of their prior experience and

.

S Orientation, ‘the observers had well—established personal values and
. Vs "
biases which may be reflected in their reports. The same bias may have -

LY
v

-been present in those who analyzed and identified the results of the

study. Third, as comprehénsive as the case reports may be, they cannot

“

'ERIC - 1865

s e : ~ B
B . . . : - .
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represent a total picture of the pfojects,,the consultaits, df;the

technical assistance provided. Everything could not be observed and

recQrded; there are omissions in the ,"stories," some of whichfmay have

[N & b

been critical to the process. . , ‘ d

-

These cautiohs, indeed the very nature and purpose of casé studies

-

themselves, make it necessary to éonsider the results presehtéd here

as tentative. They are plausible hypotheses which may prove useful in

- g
4

future research.

ERI!
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Question l: What Client Characteristics Affect

Technical Assistance?

The results for this question appeared to cluster naturally into
k]

three categories: (a) the overall project, (b) administration, and

(c) staff. .

- QOverall Project

v o

Many variables could be included in this cdtegory. It encompasses

.the: context and environment in which the project operates as well as

] .
specific events, aﬁbroaches, organizational structu%FsL and communica-
. ‘ " .

tion patterns which permeate the entire éroject. For this year, three

‘major variables were identified.

°

Major disruptions at the project. 'ihy event or series of eQents
which interrupts or advexsely affects a program and/qr its personnel
*also affects'the technical assistance. In Project Early Start, there
was a strike at the school in which the project operated. The strike
affected all of ﬁhe staff and resulted in many delays in projeét opera-

tion due to the loss of staff, the need to hire and orient new staff,

.

and the need to rebuild working relationships and confidence. As a

' result, there was no opportunity for personal contact between projéct

staff and TADS before technical assistance was provided. As will be

moted in subsequent discussions, this affected thg¢ interactions between

TADS and the project throughout the year. 1In deiaying project operation,
the strike also.delayed technical assistance. The needs assessment was
not conducted until January, which compressed.the amount of time

available for providing technical assistance,




112 ) .

Developmental sgatus of the project.- The extent to which a project

is organized and ‘operational affects the ‘type and amount of technical :

2

assifggpce that is appropriatq and effective. Project Early Start, -

. because of the strike, was nearly back.at,the status of a first-year
“project: when they Bégan their second year. Evidence from the case study

and comments Erom the project éoordina%u{\fuggést that the technical
assistancé'grovided to»Project'Early Sta{t was not modified Qppropri-
ately for this unique situation. On the other hand, Project Co-Op, in -
spite of numerous changes 'in personnel, maintained sufficieht consistengy
to continue smooth projec; deve%ppment. Modifications iﬁ the needs
assessment, i.e. conducting/Gf the needs assessment by the frevious TADé
technical assistance éoordinator, were made to énsure a smooth transfer
W . ’

within TADS and to enhanpe-pquect development by proviQ&ng a link  or

"bridée" between the former and new project directors.

(\ Autonomy. The extent ﬁo.which project personnel ha§e control over :
decision-making and actions affecting their operation affects both the
project andvthe technical assistance. Personnel in poth Early Starf
and Co-Op were very cohcerned about securing funds to confinue their
programs and they‘sought technical assistanée to aiigsggm in their

efforts. It was not projqct personnel, however, but the fiscal agen- |
cies in which they were located that-had final control over continuation
funding decisions, and project staffs had ‘to include in the tethnical

assistance the administrators in the agency which had final say in

continuing the project.. This occurred ih both cases. .

9

=



P

P4

Administration ) .
> ’ e °

Project administratidn appears to be a critical element in the
design, conduct, and outdome of technical assistance. Severgl variables

v

related to a?ministration were identified .in the cases.

. ) " >
Change in project leadership. .In both Early Stdrt and Co-op, pro- -

~ 2

ject leaders left the projects after the first yeér and new leaders were

-

‘ hired. For the flew project directors, there was a need to follow the
. ? ) * 4

former director's ideas and plans as stated in the ﬁrojecf pr&posal

" 3

while at tHe same ,time bringing personal ideas and styles into the situ-
. | .. _ .
ation. For example, Linda Voland, at Co-Op, spent time and the resources,

of technical assistance to_eiﬁloré the feasibility of seeking JDRP . -

.

.validation--a new procedure for her but a goal of the former project

director. 1In boﬁh projects, the ﬁéw ileadership had limited or no
] 1 .

experience with technical assistance. There is evidence in the case

-

reports that when orientation to technical assistance was provided for

«a leader, it énhanced the technical assistance, while lack of ¢

orientation was somewhat problemmatic. ‘

-

Role/resbonsigilitzidifferentiation. The extent fo which leader-
ship roles.and respogsibilities are differengiated influences both
project operation and certain types of technical assistancé. For ex-
ample, in Project Early Star£ Bill Roland, who waé_the fiscai agency
direcpor and project director, was reéponsiblevfor continuation funding.
His apparent lack of direct action and vagueness about plans made Harry
Newman, the project coordiqgtor, feel responsible for this function as
well. _However, Harry did not have the authorxity to sgek or secure funds

b :

ERI
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]

. N 4

b for the program, but because he was closest to it he felt’ the greatest 3(

s ) : . .
. pressure. This dilemma caused difficulties during the technical assis-
' T .‘ !
tance in continuation funding. On the other®hand, in Project Co-Op, Alan D

e

4 .

4 - . ’ "
Adams, the first-year project director who knew he was leaving, set up the

-second-year needs assessmenEJto include the new director and gradually

removed himself from the scene so Linda Voland could assume the leadership

7
role. The role of the school principal, ﬂowever, was nat as‘cleég.and had
C : ' ,
to be resolved gs the project, through technical aésistanﬁe, sought
- . '
' - #
continuation funding. o .

" ~ ® . C

. ’ ]

° : L4

i

»
]

Understanding of project needs. Understanding of teﬁg?icél assis- ¥ T~
. ] v ) : .
R ’ ) . _ P - -
tance needs, on the part of projgct leadership and staff, apggars-to

be an important factor in the success of técugica@ ass}stance. In most

1]
* . B »

instances in both projects;‘technical assistance was designed to meeF
;eeds perceiveé(to be important by project administra¥§rs and staffs, and o~
4 . . .
t%éfs_was evidence of supporg_fo# and progress ih the area of assistance. <
In the case 6f téchnical assistance ip aevelopgenﬁ of an édﬁisory board for
Project Eari} Start, however, the project coordinator statéa at the end of
/the year that this.had/not been a'real project need but, rather, oq§ that
" " he believed was promoted by the funding agency (OSE) and TADS. Very littlé

» ..
progress ‘actually was made in this aspect of project development.

[N

Staff % . - .
Project staff, many of whom are involved in technical assistéape, »

have a definite influence on the process. Two factors wexe evident in
w

°

this second year of the case study.

Change in project staff. In both projects, there were key changes

¥
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° ¢

. oy
in projeqp staff during the second year; in Project Early Start, in fact,

® most of the staff were new. Initially, new staff in both projects were o

unfamiliar with their roles, and this affected and became a part of dis-
( )

N
cussions during technical assistance. New staff also were not familiar or
= 1 4

.~

oriented to technical assistance), and they relied off more experienced
. S

colleagues to make decisions about technical assistance heeds and services.

. : .
Attitude toward technical assjistance. In most instances, the pro-

1

ject staffs appeared supportive of technical assistance and eager to

participate. In Project Early Start,. however;fﬂelen, the project nurse,

was opposed’ to having an external consultant come to the project. Her

f -

ieadérshfgrduring the needs ‘assessment led to the selection of methods
- - ‘ - . -

v 2 s - .
of technical assistance other than an on-site visit by an external !
consultant. ) . - ot
. . ’

~ 3 . )

i v - o
/ : +

Sumpmary. [ . g -

In this second year of the case study, it was evident that events

occurring in a project, as well as piésenting characteristics, affect
/e .

e

technicdll assistance. These included specific events, such <§ changes
\

in leadership and staff, and on-going events, such as project develop-

" ment and eiposure to and experience w®th technical assistance. This
finding suggests that studies of technical assistance should look not
. o v
only at specific characteristics of clients at the time of the study but

0

also at d%yeloﬁmental, organizational, - and historical factors whigh may

"

o . .
influence the process or may provide useful information in interpreting

v

results.

O
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Question 2;. ;%at Technical Assistance Provider Charactéristics

- Affect Technical assistance?

.. o

8 .

‘ One-of the characteristigs that distinguishes technical assistance -

as provided by TADS from other assistance processes is that an entire

|

agency is involved. To understand the characteristics of the provider

of technical assistance, it is therefore necessary to view the tech-
- ‘ *

nical assistdnce agency itself, the persons within thé agency who link

and arrange technical assistance (in this instance, TADS technical .

o - - .
\

assistance coordinators), and the persons who work directly with the ‘ -~

»
T

clients (the actual'?rovidggs of technical assigtance). Results for

this éuegtion, therefore are presented in three categories: (a) the : ' AY,
s . 1
technical assistance agency (TADS), (b) TADS technicgl assistance - /
. , : ‘ ' .
coordinators, and (c) the consultants who provided technica)l assistance. *
< e * - ‘f . -
‘ ‘ . - v ' . ' ’ .’
. » . : v . ’ .,
The Techinical Assistance Agency : SN . '
’ ~ »

Two-primary aspects of the agency appeéred to influenge the tech-

[} .

o
-

nical assistance provided during this second year of the study:

(a) the design for technical assistance (i.e., the structure and
. ] .

- philosophy within which the technical assistance agency operated); and
5 v

i ¥ ) oy
{b) the approach taken by agency staff in their interactions with

projects. , .
. , . &

' ! N

Design for technical assistance. One aspect of the design for

a4

technical assistance %hich influences the‘process is the degree of

structure which governs day-to-day operations. Evidence from the casSe

.

'study indicates that there is a definite structure in the way technjcal

' ®
- assistance is arranged by TADS. In almost all instances, Carol an

) | . 118 o
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Bob, the TADS technical assistance coordinators for Projects Early Start

- . "

and Co-Op, followed the *procedures of: (a) initial contact, (b) schedul-

ing of techpical assistance, (c) preparing the prqject and-the consultant

~  for the technical assistance, and (d) follow-up. As a r§£u1t, both tech-

A8

nical assistance préviders ahd project staffs knew, at least in general, ’
. =

’

what would be done and what to expeet as an outcome.

IS
-

> There was-evidence inProject Early Stg{t\that the degree of stxuc-

®

* ture was perceived at t%?es to be excessive. Harry Newman perceived TADS

« [+

process to be rigid, and he felt pressured by what he viewéd as deadlines ;,

.

wﬂich,.ifg;ot met, would reflect on his performance.- On thL other hand,. no

.

evédencé is ppesented for Project Co-Op that the director or staff felt
5 ° [N o .
. - . -~ a
pressured; in fagt, the structure was used in a routine fashion to ,
' ' f . R .. . 3

» . .
s facilitate communication. ) - )

v

) R 2 ‘ -
The type of staff may' also influence an agency's effectiveness in
Dproviding&technicalvassistance. In this instance, TADS appeared to be .~ Cg
. . R
staffed by persons wi}h noticeable content area expertise. There were "t

L3

several examples of TADS coordinators and other staff members “knowing

.

the content, people, and printed resources available in specific areas

\?f need identified by client projects. TADS staff members also had

[y

specific content area skills which were used ip providing direct

’ . ' \

. assistance to the projects to meet their needs.
* « ¢

«.é@proaéh to technical assistance. Anotbgr source of variability
among technical assistance agenciéé is their approach to providing
v assistance to clients (Suarez, 1980; Trohanis, 1980). 1In ﬁhesg case
raports, three ch§racteristics of the TADS approach to technical

assistance w identified. .

117 »
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There were examples which .illustrated that respon51veness is a

characterlstlc of TADS' approach to technical assistance. Schedules

were set and changed in response to projects' requests. Materials were
po qu

L 4 .
sent to projects in response to stated needs. Project staff were encour-

aged to call TADS if they had gquestions, concerns, or needs for informa=-

tion. Perhaps the most specific example of responsiveness was Perry °*

- J o v,
. Hargett's immediate response to questions of Project Early Start's staff
"N . = j

, " about the needs assessment. .

a
vl
-

; ’ There was also a general tenor of supportiveness in the technical

’

ESSistanée. TADS staff appeared to accept the needs of the projects

-

v once thi;;were known and provided varied resources to meet those needs.

The resu of these efforts was described by Linda Voland, Project Co-Op

A ¥
o
dlrector, WHB stated on the End-of-Year Survey that TADS had been very

supportlve and helpful to her during her first year as project dlrecto%'#P
4 . Several exzamples in the case study indicated.that the agency was
v . overtly non—dlrectlve and viewed 1 he prOJect staff, rather than TADS or
' ' %

1
R . (: = . .

consultants, as ‘the final decisrﬁn makers regardlng,recommendatlons for
o . ‘ . B
. o
o

providing technical assistance. In almost all instances, coordinators and

-

consultants provided recommendations and alternatives for consideration

by project staff, rather than using a more directive approach.

LY

Technic¢al Assistance Coordinators . .

v ¥ :
The case reports suggest that the expertise of the TADS coordinators
and their style and approach‘to-their'tatks influenced the outcome of
. . <y 7 !

technical assistance.

¢ . . . ' v , »

‘Expertise. Three characteristics of the technical assistance

[ERJ!:( - | x | , o P

v o e “ o o ) N

*
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skills, (b) knowledge of~ refsdurces, ‘Afia (cy knpy]

[u.

Both case reports are rlch-in thelr descrlptl

N

.put into their tasks by the TADS coordinatogs‘ Y

kgntive td'co.rdination//,//’//

tasks. They maintained close contact with th’e

Both Carol and Bob appeared to be very

ojects, responded puné- ”

tually to tasks required tgagmplement techn1?§'1a551stance, and were per-—
. W 4 , )

sistent in their effo;ts to schedule, _conduc ﬁ%ﬂd follow—up the technlcal

‘”:

V#elvéd by the projects as

assxstance. " In \%eneral their efforts were ﬂ

-

+
1.

being quite.helpful. 1In some instances,: witl

v

éo;ect Early Start, however,
I

this attentivehess was seen as ,a form of f&e%7‘le,to réspond to “TADS'

A S . I
needs rather than to the needs of the project
‘Both, toordinators spent considerabde timi

'

and maintaining communication among the projec

assistance, and TADS. Both Carol and Bob madd

to one another, to ac-

:‘éla;ify the fieed of the

f. To,the extent that

ts of the TADS coordinators

lineated tﬁe expectations’e

jects;' Both knet experienced and expert cong

—,
?nts in the areas of need”

l! L
Lp}es of the knowledge of

identified b§ the projects. There were also

1

‘printed resources which they sent to the proj

g as further needs emerged.




/

<

It ‘'Would appear from these case reports that the knowledge the agency

!
a

coordinator possesses about a project is important(tSFthe success of the

v
-

technical assistance. Both TADSLEoordinators~famfliarized themselves: with

the plans the projects were to 1mplement by studylng the .project proposals.
fIn addition, Eob the new coordinator for Project Co—Op, rev1ewedﬂthe
first year's files before he begandto work with the projectfiq its second.
year, and talked with Jay Arbey about the project after Jathad completed

the second—year needs assessment.

Although both coordinatorsfwere familiar with project pPlans, it was

..

not as obvious that they understood the realities oflqn—site impjementa-

tion. Carol made assumptions about the transfer of information from the
‘ . .

project's first-year toﬁsecond-year coordinatops” It was evident in the

comments of Harry Newman, the secondfyéar codydinator, that Early Start

-
v

. ~
was treated by TADS like a second-year project hen in reality they were

-

starting over,as}a first-year project. Since Early Starg chose a.self-

.assesspf/to/assrst carol in undersé%nding the projéct's actual status.

L] -
Coordination style. The manner in which the agency coordinators
i

interact with the projects affects the technical assistance. Both TADS

coordinators .appeare © be responsive to the projects. They made it known

. , . \ .
that they were available for clarification of the technical assistance or

0

for additional assistance. This factor was illustrated when Harry Newman

called TADS for clarification of the needs assessment process and Perry

gave the information immediately. Responsiveness was also evidgpt in the-
scheduling of techhical assiffggce on the basis of project staff preferences.
A » A
TADS technical assistance coordinators were also flexible. Both

.

8
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.o : - ' T .
coordinztors demonstrated this characteristic——Carol,. in suggesting a

two-week extenSion of the date for completing the parent guide, and

Bob, "in agreexng with Linda to delay the cost analys1s consultation
untillmore\local work could.be completed in examining pProject costs.

v Y ‘ ) L]
Technical Assistance Broviders '
Lo

HICharacteristics of the providers of technical assistance alse sgem

to cluster in the categories of expertise 'and style or approach.

Expertise. « One of the most frequently‘noted characteristics of

-‘.(. v .
the technical assistance providers which reflected their expertise'was *

. P v

their exéerience in the .content area of the technical,assistance need.
This experiencg allowed’ the ‘consyltants to interact with project staffs

as pégrs and to proVide spec1f1c, concrete Lllustrations and recommenda~-

{ \\o
e 8 - i

tions. For example, se¥eral consultants (e.qg., Dave Kramer, Florence

-

‘Greeh,'Norm‘Linden, Msrti«Brown) had themselves heen involved in HCEEP,

L 3

projects. They knew what yas expected of HCEEP projects and wexe able

’ . . . .
I

to ‘share their\similar experiences in creating and establishing_model,ﬁ

. s e - . . . ' . )
-~ demonstration programs. Previous experience also was used--particularly
‘ St s

‘by Dave Kramer and Marti Brown-~to establish a relatidhship with the

‘project, to illustrate concepts during the consultation, and to prov1de

e

new information in a real context.

-~

,. There were'numeroustexamples of the consulting skills of the

technical assistance proViders.in.the case study. :Consultants:were

3

often descgibed by project,staff as good listeners."The consultahts N

often asked questions td.clarify the informatiOn they were Xeceiving
o .

or providing. They provided encouragement to project staff to

f h . : -lzzji

.




. : ' . ~

' . “ Y -
,participate %n the technical assistance and. é their ideas and con- e
' . “ - .v i * 'l'm
‘cerns. Finally, most éonsultants used gentl rection to guide the =~ .

8
consultation and keep attention focused on tg ask. . S,

/

o

' ‘ b
Knowledge of TADS and of the technlcal

stanCe process appeared tom

"~

‘enhance serv1ce. In Early Start, as part o ghas explanatlon of‘the con-

* ‘
The needs assessment

tablish clearer expectations for the con tion.
: . '-~ ‘

the poss1b111t1es and limits of technf‘ﬁh g1 N s

Knowledge of the prOJects also app d to help'cqgsultan%s'meet

-»

r

project needs. Jay Arbey and Trav1s were very'famiiiar with‘Pro-’

ject Co~Op, for example. This knowle s used by Jay to tailor the

-

needs assessment to the project’ and by is/to tailor the content to be

presented and to p1ck up where the pr1
. [

Kramer had recelved 1nformat10n abhout.

ofisultant had stopped.’ Dave .

N . . . ¢ .' ‘ -
him to tallor h1s-ass1stance to proje iceds and laﬁér to enter the

project easily.

¥ics were .evident in the consulting "

; €

iders inlthe case study:
. . . { . .
(a) 1nterper90nal SklllS, and (b)} #Hipility.

Consultants 1nterpersonalskL >emed important to technical assis-

@ 3

efe several examples of consultants

being pos1t1ve and?or supportlve n r interactions with project staff.
Both Florence ahd Norm were posiyi: | their comments' regarding the
‘ , . ‘ 3 .. 9 R

ERIC -5

Aruitoxt provided by Eic:




124

Y . ‘ . o »
yquality and usefulness of Project Early Start's parent/infant activity

.

T~

guide and in their recommendations. Florence strongly encouraged the

project to disseminate'the guide to the field. During on~site consulta-
, tions, Jay and Marti were described as being supportive of the project - »
. 1 Bl
- . \
staff, who were complimentary of theixr efforts.

Empathy also appeared to be an important characteristic, Empathy
refers to the ablllty to determlne and con51der during technlcal assis-

%tance, a knowledge of the projects, the real way they functloned, and the

. . i - a

needs and feelings of progect staff. For example, Dave recognized and .
was very considerate.of the administrative structure of Project EBarly

Start. He sent copies of his report on continuation funding“to both Harry - .

°

. Newman, project coordinator, and Bill,Roland, proiect director and school
. ; : .
. * A .
superintendent. Dave appeared to understand Harry's administrative role
( L

and 1ts llmltatlons, and he worked with Harry on toplcs that could. then

. be preSented by Harry to Blll - Dave also made recommendations that would

\

meet both the pro)ect s -and Harry s needs and that would be fea51ble,

@
”
2

glVen the llmlts on Harry's time. In PrOJeCt Co~0p,” Jay Axbey demon-

strated empathy when he showed sensitivity to the feelings of project.-
“staff during the .needs assessment. He asked staff members in individual

meetings if he could report their comments to the group, then he agked
again during the group meetings before he disclosed staff members*
" comments. _ . B _. : "

o . o

The positiVe attitude and enthusiasm exhibifed by consultants tqward

projects and their staffs appeared to enhance establlshment of p051t1ve

¢
1nterpersona1 relatLOnshlps. of partlcular note in the case reports

was. the consultants' interest in the efforts the project staffs were
. . . . L} o <'-' ¢!

y
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undertaking. In Project Early Start, for example, Dave Kramer was eager

to return for & second visit and,at the conclusion of the second ,visit-

.asKed to reEeive continued progress reports from Harry. Florence asked

Harry to send her a copy of the activity guide when it was completed. -

N «

Hursel Conway expressed an interest in learning of Project Co-Op's

decision about JDRP. All three consultants were positively received

°

by the project staff meﬁhers with whom they worked.

Flexibility was another characteristic of consultants which was
appreciated by project staffs. Harry believed that Dave's flexibility
had been a wvaluable contribution to the. success of the consultation.

Both Marti Brown and Travis Morgan changed their agendas when they

arrived at the project site and examined the project's needs more
“ .

closely. The subsequent'technical assistance was therefore more

- s

relevant to the needs of the project at the time, and project staff

_were able to take advantage of the particular knowledge and skills of

the consultant.

Summagz

Tﬁe majoi characteristics of the technical assistance agency,
cootdinatoré, and providers which appeared to influence the technical
assistanqeﬁprOCess did not change a great deal frém-those identified
in thé first year of tﬁe study. Instead, the added focQs'on this
questlon during the second year prov1ded more de€all Spec1f1§7

characterlstlcs of ‘the de51gn for technlcal assistance, for example,

Were 1dent1f1ed Speclflc coordlnatlng and'consulting skills were

' made more:obvious. For studies of technical assistance, these results

A .
s
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suggest that in-depth investigations of specific characteristics can

help to identify compdnent parts and‘dqgfrmine which specific behaviors

or attributes are critical, instrumental, and/dr insignificant to the
4 ' .

process.’

Q". ) : - o
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Question 3: What Characteristics of the Technical

Assistance Events Themselves Influence

the Assistance?

Technical assistance events or services can be viewed as a series

A

of activities leading to and including the actual encounter between the

»

technical assistance provider and the elient.' For this analysis, the
activities and cheracteristics‘éf technical assistance events which
vinfluenced the Process are divided into ‘'six categories: (a).initial ’
contact/entry, (b) identification of needs, (c) design of the tecﬁni-
cal assistance, (d) preparation for the technical assistance,
(e) the actual techﬁical assistance event, and (f) follow=-up.

)

Initial Contact/Entry

: ¢
The initial contact with a client or entry into the client system

.

can influence the remainder of interactions between the technical

Pl a -

assistance agency and the client. It is, therefore, a critically
important phase in the process. For the second year of this case study,

-

-two - aspects of the initial conézct appeared to be important.

Face-to-face contact. In Project Early Start, the TADS coordl-

nator and proyect coordlnator attempted but were unable to carry out a
perSOnal meetlng. " All of their interactiohs took Place by phone and
mail. ThlS caused both Carol and Harry to feel that each lacked
understandlng of the other and the other's role. Harry thought there
had not been an opportunlty for 1n-depth communlcatlon regardlng what
wasg going on in the project; his perception of Carol as a stranger

limited what he was willing to share. Carol, on the other hand,

A
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- encouraged the use of technical assistance and was disappointed when Harry

Y

did not take advantage of her willingness to provide additional resources.

These attitudes persisted throughout the year and seemed to lead to several

misunderstandings which served to increase the distance between the two.

Kl

[ 7

On the otMer hand, Linda Voland and Bob Mitchell did notlmeeg during .Year

°

Two, but the case report does not give any evidence that this presented a

.

problem for either of them. °

Orientation to TADS and its;pfocedures. Xnowing what to expect of

technical assistance and how to use it .appears to influence its success.

The effect of ofientation to

technical assistance was particularly notice-

able in Project Early Start. Harry stated it well:

The needs assessment is the Basis of most of the technical assistance
a project receives. Our project needed a more thorough orientation
to TADS and the needs assessment and this lack of knowledge adversely
affected not only the needs assessment but the rest of the technical
assistance received. - ' :

-

Here again, Project Co-Op provides a contrast. As Jay Arbey conducted the

needs assessment, he was able to provide an informal orientation to TADS

1

as he identified needs and described‘E%Ds'vpurposes and resources.

Identification of Needs .

h

Obviau§1y, the technical assistance needs that are identified have

-

influence upon- the process. Durihg this second year, the importance of the

need to the

client. seemed to influence the project staff's attitude and

@

enthusiasm for work in an idenfified area. For example, the coordinator

<

and staff of Project Early SEart'iQentified the development, K of_a written

policy for their advisory board as their t

hird priority need, and technical

4

agsistance was'desiéyed and provided to meet this need. Yet; Harry's

>
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* | reaction was one of puzzlement at the emphasis on this topic during the.

technical assistance event. At the end of the year, he explained that.
,the advisory board had been created to fulfill a federal requirement andS

i - was not a high priority for the project. : - |

L4

Design of Technical Assistance
'y -
Several factors seeged to influence the specific details or design

- of the technical’ assistance provided to the projects. "
lg b

. Project staff's attitude toward types of technical assisfance.

[N
i
S

Project staff often are primary Participants in designing the technical

assistance they receive from TADS. The attitude of stqff regarding on-~

site, off-site, or printed material assistance has, as a consequence, -

14 N

bearing on the type of technical assistanqe'selected. For example; in

| Project Early Star£, Helen and:Jili wanted to'receiVe feedback from staff
persons df other HCEEP projects on the products they were preparing for
dissemination. On'fhe basis of Helen's eValuation of the previous year's
technical assistance, they did nét want on—sité‘conSultation. As a

result, an external review and critique through the mail was. selected as

the type of technical assistanceés to meet the project's need.

Match of providers.with clients., In both piojects, consultants were

I3

selected on the basis of their success in acquiring ‘continuation funds and

e n

\ ' the similarity of their projetts to Projects Early -Start and Co-Op. In

both cases, the providers were able to establish a credible relationship-
. with the projects and provide'new information through examples from their

.
'

own work. . _ R . ' o -
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.

i Scheduling or timing'of‘techﬁical aséiétance. Several examples from . |

- the case study illustrate the’ influence of the timing of a technical

’
-

o assistance event. As provided by TADS, the technical assistance cycle,

(i.é needs assessment to Services) covers a one-year time span. Because
. ’ -

of differences in funding start-up dates, the time span is actuallyrnine R
months, from October (the start-up date for TADS) through Jhné {the ending

date for HCEEP projects). In Pro:ect Early Start, the se;ﬁ—admlnlstered ‘
, .

»

needs assessment was scheduled somewhat late in the year (Januaxry); yet : -

. this was only shortly after new staff had begun to work. In retrospect,

. ' ™~ : .
. Harry believed the assessment had come too early, before staff had acquired

»

experience, knowledge, and anfidence.. It also had resulted in setting

o

unrealistic deadlines for other technical assistance such as developing
the activity .guide. As a. result, Harry thought;that in trying to meet

TADS timelines he had to accomplish twelve months' work in six months. The ’

staff of Project Co-Op also believed that technical assigtance was.com;

pressed into too brief a time span (mid-February to mid-June). They

thought, howevetj\tgat an’ earlier needs asses$sment would have been helpful.

This view is an interesting contrast to the same project's view in {tS'first
year, that the needq;esséssment had been too early. ‘ ‘,

- ' 9

o TADS' kndwledge of the cliLnt's situation;. The circumstances at the

project site have 1mp11catldgy‘for the:type éf assistance‘rgqhiredﬂto ﬁeet
the. needs of the assisting agency and the Cllent The kﬁbylédge.that.an
agency pOSSesses:about thg client is, thereforé, relatéd to the.égency's
ability to select appxépriate techniéal assistance activities. Carol, the
‘TADS.coord;nator for»ProjectvEArly"Start, realized thié at the end of the
. s ° . - .

year. She stated that had she kﬁoyn the~rea1‘situation:at_Ptojéct Early .
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Start, she would have recommended a delay in scheduling and perhaps an

_on-site rather. than self-administered needs assessment.

i

Preparation for Technical Assistance

\d Q)
’ ~ »
The cases in this study illustrated the importance of preparation

)

for technical assistance by both the client and the provider.

\ .
Preparation by the client. Before Dave Kramer visited Project Early.

. Start, Harry read Dave's manual on advisory boards. This made it easier
for Dave to direct the consultation. 'However, when Dave returned, Harry

stated there had not been an opportunity to oiscuss Davé's reoommendations
with Bill and he did rot believe Billihad read Dave's report. As a result,
little progress was made in plans for continuation funding during the‘time -
described in the case report. |

- s
Y

Preparation by the technical assistance provider. - TADS staff members

Travis Morgan and Jay Arbey both belleved their advance knowledge of the
project, acqulred from preparation ‘and direct experience, was an advantage
in their consultatlon. Jay particularly believed h;s advance knowledge
would prevent some of the difficulties experienced in‘the érojectfs first~
year needs assessment. From the project's perspective, Harry thought®
Date Kramer's ,preparation resulted: in recommendations which were tailored-

t6 meet both the project's and Harry's needs.

The Technical Assistance Event

Several aspects of the technical assistance as it actually occurred

- seemed to have an influence on the process.




Client involvement. It is logical to assume that client involvement
_"b

in technical assistance activities which affect the client &roject or its

work is necessary to the success of technical assistance. Examples from

-
~

the case study support this assumption. For fhe needs assessment at' . .
Project‘xérly'Startj substituée teachers were hired foxr the first day so

the entire project staff éouid be involved in the needs assessmeﬂt, but - -
they were nqt hired for the second day.. ﬁarry thought‘he éould have‘dong‘i
‘a better job of summarizing needs if the entiré staff héd beén present og\

the second day. In both projects, continuation funding as the shbject of

-

technical assistance was dependent on the administrators of the fiscal

agency rather than of the project. In order for technical assistance tc
. : ' . -

be successful on this topic, representatives of the agency administration

need to be involved, and were, in both cases.

Y
»

Consultant participation in-project activities. There were few

2

4 .

examp}es'df'technical aséistance providers becoming directly involved in

project activities. One instance in Project Co-Op, however, illustratéd (7P
— the impact that such participation can haVe. During a discussion following
Marti Brown's presentation at ‘an advisory board meeting, it was discovered

that there were state funds which might be used for comtinuation. Marti
. L U ' : . :
(3relayed this possibility to two school system administrators, Arthur

N g w .. ; L
Andrews and Jean Sellers, the next day. This was new infSwmation for both

2

of them, and althdugh the informattion might'have emergéd in any case, it

-appears that Marti's participation in the advisogy board.méeting prompted .
- - C »
the exchange of information. =~ ~ ' f .

3

_ Prdviéion of prqjecﬂrgpecific suggeétions. it yéuld appear from these

Aruitoxt provided by Eic:
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cases that the benefit of new ideas or suggestidns from an external c3p~

sultant is enhanced if the ideas are specific and directly appllcable to

the'project and the plans . it is'attempting,to implement . For example,

Harry found Florence Green's specific recommendations pr the activity

guide to be especially useful, but he found the recommendations of "Norm

A -

Linden too general to be very helpful.

>

The case reports on both projects contain examples of specific

v

recommendatlons, made ‘by consultants, whlch were put 1nto action and

proved valuable to projects. In Co-Op, Terry Prlce s recommendatlons and ?1

formats for data summarlzatlon were found to work well, The advisory
board was eipanded,and attempcs were made to turn some prgaect activities
over to the School“sysrem on the 5pecific recommend?zlons of Martl Brown
and Travis Moréan: In Early Start, public relations activities wer¢

undertaken and the school's governing board was informed of project

L

activities on the recommendation of Dave Kramer. . a

4
.

Not all consultants' recommendations were followed. In Early Start,

further public relations act1v1t1es were cancelled due to time limita-

)

. tions. Because of scho::/fol}eiie and procedures, many sﬁggestions for
continuation funding were not used. In this’ 1nstance, the suggestlons

made by the consultant were speclflc but they did not 001nclde with the

phllosophy or realitles of . the agency.

Flexibilitz. There are several examples in the two cases of -how
flexibility in technical assistance allowed pProjects to meet needs more

: effectively. In Co-Op, Linda Voland suggested a change’in agenda to.

permit the staff to learn more about the project Marti Brown had directed.

The date of the consultation on cost analysis was changed td allow more

.

~132
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, time between it and the consultation on continyition funding. Travis

)

w

Morgan altered his agenda when he begar working with the|project to’pro-
o , :

A

.vide a better transition from the information Marti Brow@ provided to the
t . ” .

current needs of the project. On the other haﬂﬁ' Harry ﬂ@wman, at Project
L o . ' N ' ’ T

N - i .
¥ Early Start, did not deviate from the procedur for conducting a needs a

assessment, and he reported that as a result he' and the staff seemed to be

accommodating .the process rather than searching-for their own needs. ~ -

Qe

N . ‘ ¢ " T
Clarity of materials, It appears that clarity, is an important concern

‘

set of self-instructional

when technical assistance is provided through
materials. During the se1f7assessment, Harrjuand his staff at Project

' ' ' ty v , N
Early Start were unable to develop technicalfassistance objectives based on

"

the information 'in the needs assessment manuql. They were able to clear up
the situation with a telephone call to TADS,;but’they believed more

. « h ' o, .
examples in the manual would have helped them #void the problem. ' s . ‘é“ '

. . -,

Follow-Up

'Another, final activity in the technicalAassistahce'process) follow-

"

up, would seem to be a necessary addltlon to complete the list. There ]

‘were exdmples of follow=-up in both cases. TADS coordlnators c tacted
the pro:ects after services were prov1ded and; materials, reports, and
recommendations had been receyved by the progects. There was, however, no

. information on how or whether prOJects gsed the‘lnfofmation they‘received.- ~.

]

Future studies of technicai'assistance would benefit from a more in~depth
. ' ' £

| o t_‘? -; IR . ; T - | )
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t1 . "

. . . Y
The increased emphasis on question three regarding the. actual

. 2

" technical assistance events during Year(bwb provided greater detail than

was aVailablg from the first—year case reports. As a result, it became

.

possible this year to define the sequence of actions which comprise a

TADS technical assistance event or activity. .The detail also pkovided

: . ) o - . :
indications of-characteristics or events which may affect éach stage in

the process. This information éhdu%d provide, a basis For studies of

the technical a551stance process in comparlson'w1th other processes of*
. . L) .
organizatlona!f1ntervent10n and further guldance for more in-depth

studies of the technical q551stance process itself.

4
. .
@ . - 4?‘
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Quéstioﬂ 4: What Are the Qutcomes, Effects, “and/or ) -

Impacts of Technical Assistance? : _ -

The three previous questions addressed characteristics, actions

or factors which influenced the technical assistance process. ThlS last

4

question is somewhat different in that it focuses on' the consequences or

@ F
results of”the characteristlcs afid actions wh1ch together comprise tg,y =
technical assistance. For this second year of the case study, the ‘ e

< -
- results appear to cluster in the same categorles as those of the first

v

year: (a) admlnlstratlon, (b) staff, (c) communlcatlon, (d) focus for

activities, and (e) program operation.

Administration

Technical assistance appeared to result in two outcomes relative

5

to administration: (a) adminiskrative practices and (b) fiscal agency

r=

participation in the project. _ ' ‘ ‘ .

Administrative practices. 1In assistafice designéd to enhance pro-
. o
. f

gram developmeht, such as that pProvided by TADS to HCEEP oroﬁects, the

0

focus is on identifying and plannlng neW'33- better ways to accompllsh

pro;ect objectlves. For both projects in the case study, the End of Year
Survey indicated that technical assistance helped to provide more struc-
ture for administrative activities. _This was particularly ‘true in areas

such as documentation and record keeping.

-
[

Flscal agency partlclpatlon in the project. The support of the

flscal agency for a pro;ect is an 1mportant 1ngrealent in the pIOJect'

'success. Support in the,form of direct partlclpatlon is partlcularly
A‘

vital when fiseal agency action is necessary to the accomplishment of

[

i e R N . s 'y




' project goals. Thigseircumstance existed for both projects in the;casq
i g . _ _
study. For Early Start, : '&hool superfntentendent,bBill Roland, was

0 U NI - . ' Lo .
: an actlve participant in the consultation on adv1sory boards ard-continu~ _
* : . 7 oo

a . . AP

ation fundlng, both areas in whlch h1s partlclpatlon was necessary. At

Project .Co-0Op, Eloise Jacobs, the school pr1nclpal Jean Sellers, a

éhool admlnlstratlve staff member, ?nd Arthur Andrews, an"assistant

a
a

superlntendent of schools, were 1nvoﬂved in technlcal assistance activi-~ =

M : ¢

o : ties, particularly those related to gcontlnuatlon fundlng in th.ch they
had actlve roles and respons1b111t1es. In both projects, there were - o
. - ‘ - ’

1nd1cat1éns of follow—up act1v1ty bytand/or with the flscal agency .

R~ . ‘)
R B admlnlstrators in the content area of the technlcal ass1stance. Q’ _ S

- Fiscal agency administrators® participation in technical assis-
‘tance was not always viewed positively. Harry indicated Some negatiye
‘impacts of techn1ca1 asslstance in Pro:ect Early Start due .to the .

':amount of tlme the VlSltS from external TADS sponsored consultants

o .
o

en from Blll Roland s busy schedule.

Staff . e " IR ‘h
B - S o . e
There was evidence in the case reports that technical assistance »

affectedﬁsﬁaffvroles'and staff members' knowledge and attitude or morale,

A -

ROléS/IESPOnSlbllltles. In both pro;ects, the roles and, responsi-

biljties of new staff members were SOmewhat unclear at the beglnnlng

cﬁ,the year.  For Pro:ect Co-Op, ‘the needs assessment provided an

opportunlty-to 1dent1fy and clarlfy these uncertalntles. As- the entlre_ . ‘-

'prOJectlwas revmewed, staff members became aware of the many act1V1t1es
. - AN
R the project was engaged in, and.they volunteered to 1ncrea5e thelr

B - .;ﬁifllf" :h A 136
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own roles and responsibilities to insure the project's Success. The

. same process had an opposite effect at Pro]ect Early Staff where almost
all staff were new. At the end of the year, Harry indicated that the

needs assessment was conducted too early with an inexperienced staff,

Ly / L3 .
Some,uncertainty and ambiguity about staff roles. and responsibilities

resulted which required clarification later., -

“Knowledge/awareness/understanding. There are several indications

that  the staffs of both projects gained new knomledge as a result of

technical assistance. 1In Project Early Start, Harry identified new

o ideas on funding and advisory board, new sources of funding, and a
better understanding of the continuation funding process as the resuilts !
of technical asSistance. In Project Co-Op, members’ of the staff gained
knowledge of the JDRP process and Linda reported positive 1mpacts of '
technical assistance in general in the area of increased staff aware-
ness, Perhaps the most dramatic example was Linda's comment that she
would not have known to ask for specific types of information//egarding
‘_. i costs without the techni¢al assistance she received from TADS., Another

dramatic example was the news Marti Brown brought to Arthur Andrews and

Jean Sellers: regarding the possibility of state funds for continuation. /

H

Attitude/morale. It-is not surprising that assistance in develop~

»

)

ing a program produces effects on the attitudes and morale of those who. .
are responsible for making the Program work. In Project Early Start,
Harry indicated that technical assistance, particularly the needs

assessment had both positive and negative 1mpacts on the feelings of

the staff. Where accomplishment and pﬂogress were obVious, confidence
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and morale were enhanced; where the reverse occurred, confidence

declined.

p) : ,

Communication _ ; R S

As an interactive and participative process,'tEChnical assistance ,

-

qulte naturally affects communication. In several instances in these
N . v .

caBes, technical assistance appeared to create or provmde the 1mpetus
. ».7 ’

‘for dlscussionsiwhlch were needed by the projects,a 'In Project Co-Op,
for example, the needs assessment was descrlbed as prov1d1ng the first
opportunlty for the staff and d1rector, many of whom Were new, . to
discusshthe entire scope of the projéct. In-ProJect Early Start,'
Harry indicated that the discussions he had with cOnsultants were
qulte Valuable. They provided an opéortunity to expléremnew fdeas and

revlew, analyze, and suggest strategles for' 1mp1ement1ng a Search for :

continuation funding and developlng a pUbllC relatlons programj ;The

.e

dlScu531ons whlch occurred durlng techn1ca1 assmstance were said to have

led to further 1nterna1rcommun1catlon regarding the publlc relatlons

program. ' o o 8

Focus for Activities ' oo
Providing a.focus for program development, as an outcone of

. - tethnical assistance: was evident in the conceptualization of ideas

: e - .

and actions and actual planning that took place during the technical
- S . B . e

_assistance. » : ‘ ‘

N\

'y

®q
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= Conceptualization. Some examples from Project Co-Op suggest that

technical assistance was helpful in conceptualiziné or structuring both
project~thinking and activities. The consultation on JDRP resulted in

C N

the formulation of spedific questions to be analyzed and answered in
_order to provide the rationale fOr continuing to seek JDRP approval

Ken stated that the JDRP consultation structured his thinking and

act1v1ties as he reviewed the project s end~of-year data.

Development.ofhplans. Since technical'assistance is a brief and

v

intermittent activity,rit is a process that cannot assume responsibility
“for carrying out client aCthltlESu Instead,.it often best serves its
purpose by helping staff members clarify what- they wish to do and
develop plans of actions that they can carry out. Technical assistance
was described 1n both Project Co—Op and Project Early Start as hav1ng
resulted in the development of plans. At“Progect Early Start, plans
were made for the development(and usebof the adv1sory board and for

—seeking continuation funding. At Project Co-Op, plans were developed :

for attaining continuation funding and providing project costs.

<

Program Operation

¥
Although technical assistanceocannOt assume'responsibility for

~
-

' program operation, it can have/impact or influence_whatbhappens in;
S -a project. Evidence from the ,case study reFated to Program operatibn
1llustrates the presence of preViously initiated technical assistance
“activ1t1es, the initiation of new act1v1t1es or procedures, and the |

deveIopment of specific 1tems, in thls instance products. .
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Coptinuation of previously initiated activities. One indication of

the success of technical asSistanCe is the extent to which it 1n1tiates

plans and actions that are later'carried out. In both projects, ‘there

. S - , _ _
was evidence of technical assistance which had occurred in the previous

year. In Project Co-Op; for examp}e, the director and staff began an
in-depth exploration of the JhRP process, a desire and concern which
surfaced during technical assistance in the first year;' In its second
-jear,rProject ﬁzzly étart was following the staff development plan
which had been deVeloped the previous year with assistance from TADS.
Not all technical asSistance-initiated activities are continued
Some terminate because the work is completed-'others -seem to be termi—
nated as a»resultnof the technical assistance 1tself or because of

unanticipated events at the project. In these two projects, the last

of these reasons'appeared to be most obvious. In Project Early

. 8tart, an,assessment instrument deVelopedvbyithe'first-year'project

&
staff was considered by the new staff in the second year to be

ina'propriate for the project. Publ‘c relations act1v1ties planned

o

during technical assistance in the first year were dropped due to lack

of time. [In Progect Co—Op, a planned action (1 e. haVing the school

- a

system assume financ1al respons1bility for the infant program) was‘ '

put aside for a while because it was not fea51ble ‘at’ that time.

°

Initiation of new activities/procedures. There were -several

‘eramplés of technical'assistance which'resulted in new activities or

'procedures. Harry and Bill, of Progect Early Start, indlcated that

"'publlc relations activ1t1es had been started and positive changes had

A

N occurred'in the operation of the school's_board of directors. Impacts
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of technical assistance were also noted in the development and use

of the project's advisory board. In Project Co~0p, the project's -
)

advisory council was enlarged as a result of technical assistance.

P

Several persons were identifiéd as membere of a gask force on continu-
atien fundiné-*a recommendation made by Travis Mq;gan. In response

to a fecommendation;made during technical assistance, Liada‘Voland\

was looking for ways to obtain school system support for the infant
program during its tﬂird year.

y

Development of Products '
As demonstration projects mature, they begin to plan for dissemi-

nation and demonstratlon activities by developlng materlals that may be

shared with others. In Pro:ect Early Start, the staff developed a

(Y

parent/infaht activity gu1de.;~Critiques from TADS'consultants were °
favorably received and were said to have contributed to and had impact .

on development of the guide.

Summarz:‘ o _ . - SR . S

Technicai'assistance in thig second year bﬁ_the case study apéeared
to~be focused or concentrated more on spec1f1c areas, such-as contlnua-
tlon fundlng, or spec1f1c act1v1t1es, such as developlng a product. As

a result, the outcomes of the assistance were more concentrated than

‘they had been in the first yeat.




Summary o
In this, the second year of the case study,'findings'of the first
year were reaffirmed and new findings emerged. -In general, the major.

categories in which findings seemed to fall in Year One were reaffirmed.

a

To understand the characteristics of clients as they relate to “technical

~agsistance, it seems necessary to know something about the client's

program itself and the setting in which it operates, the_administration
oo o ¢ )
of the program, and the staff. Portraits of technical assistance pro-

b ‘

. L A .. Cas
viders do not,appear to be complete without descriptions of the providing
agency, the’ persons W1th1n the agency who orchestrate the technlcal
assistance process, and the persons who actually provide the technical

assistance. This year, added detail regarding technical assistance

. ' i oo B\ ' . \ .
services led to the specification gﬁ,stages in the technical assistance

process from initial contact and en into the client system to follow-
up or termlnatlon. Odtcome§ again ere foundvin administration and
'staff, interactions among staff members, and program development

The dec1slon to emphasize different questlons dur1ng each year of
the study appears to have been a good one. Considerable detail was.
prov1ded about cllent character1st1cs which affect the technical assis-
tance process in the first year (see Behr et al., 1981). In this second
year, additiOnal,detaii was provided regardiog the technical assistance
‘providers'and the tecﬁnical assistance events themselves (;igure 1).

Concentratioh on outcomes or impacts in the third year of the case
Wlll, it is hoped, prov1de the detail 1n this area to permit a compre—

hens;ve and. spec1f1c 11st of factors which influence the process of

technical a551stance,, ' .
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CLIENT CHARACTERISTICS PROVIDER CHARACTERISTI%S :
Project and Personnel TA Agency Coordinators . 4 ' Consultants‘
Overall Project Design for TA- Coordination skills Expertise, '
Major disruptions ‘Degree of structure Attention to tasks Experience in the area )
Developmental status Type of staff Establish and maintain of TA need 4
Autonomy ' - communication . . . ' -y
' Approach to TA . 4 project, agency, and Gonsultlng- skills
Administration ] ive consultants ' Listening
Leadershi hanges sesp oniive . Knowledge of’ resources Clarifying
Rei ership c. bl:lg't Nc‘jrs:f’gzrec\:,ti Knowledge of project Encouraging .
oa% ;Zigﬁ:i;t;o: y ve - . - Gentle directing
ination styte . -
Awareness of needs ‘ Cerdlna on S y Knowledge of TA agency
' ' {“‘hesponsive / and process
. ' Flexible .
Staff S . | Knowledge of project '
(‘.ﬁénges in staff ' Consulting style
A z?rspgsltlon a h Interpersonal skills
-Attitude towar . - Positive/supportive
TA H . Empathic .
‘ 0‘ Attitude/enthusiasm ,
‘ / toward project :
e - 2 ' PR :
' o / : Flexibility
Fiqure 1. Sumary of the case study findings for. Year Tyo. These are not generalizalile results but,
rather, tentative findings that should be subjected to future investigation to determine their .validity.
/ . 0 , , ", ‘
o I “ y
N f. . o7 '!
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TA EVENT CHARACTERISTICS S : S - OUTCOMES/IMPACTS _ v
<. - ) : L . -
Initial contact/entry . . Administration _ __— ° v
, : S . .- » . A . A
Face-to~face contact ‘ - ~ Administrative pradtices .
* Orientation to\szi/;nd its procedures , " Fiscal agency partiyipation in the project-
- . . . S . , .
Identﬂfication of needs L ' Stigf . » s
. -G ' '
Importance to client @ . Roles/respon51b111t1es ) B .
v : Knowledge/awareness/understandlng . ~_
" Design @f TA A v » Attitude/morale . . /’—"t:s
Client attitude toward type of TA - i L : ° v
Match of TA providers with Ghients | Communication A ; -
’ SChedullng/tlmlng of TA : . ‘§~§ Foc £ tiviti E ) , T
TADS' knowledge of client's situation ' ocus ltoxr ac 1’1es ‘ \ R
A ' , Conceptualization \
‘Preparation for TA : Development of plans
i : 1i ‘ . ‘- . A *
Preparation by client Program operatlon . ( ﬁ

K]

Preparation by provider
o . A Continuation of prev1ously 1n1t1ated TA
Actual TA . . activities

' Initiation of new act1v1t1es/pro dures
Development of products

‘Client involvement .
" Consultant's participation in
project activities co . _
Prévision of project-spe01flc ‘suggestions , .
Flexibility ’
Clarity of materials
Follow-Up ' - ‘ i - ’ .

3 >

LYT

Figure 1 (continued). Summary of the ‘case study findings for Year 2.
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